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CHAPTER  I 


INTRODUCTION 

For  the  Air  Force  to  maintain  a  credible  deterrent 
posture  it  must  keep  abreast  of  technological  advances  and 
an  ever-changing  military  threat  on  the  part  of  our  adversa¬ 
ries.  The  cost  to  develop  and  maintain  weapon  systems  to 
meet  this  threat  continues  to  be  high  (86 :Fin. 8 , 11) . ^ 
Additionally,  the  Air  Force  budget  has  been  buffeted  by 
inflationary  pressures  (86:Fin.7),  has  faced  stiff  compe¬ 
tition  for  federal  funds  from  social  and  other  nondefense 
programs  (86:Fin.2),  and  has  been  scrutinized  by  Congress 
and  the  American  public  for  more  judicious  use  of  appropri¬ 
ated  funds.  This  is  still  true  even  though  President 
Carter's  Fiscal  Year  (FY)  1981  federal  budget  calls  for  a 
12  percent  increase  in  military  spending  (87:1).  To  meet 
the  challenge  of  a  changing  enemy  threat  while  operating 
within  tight  fiscal  constraints,  the  Air  Force  has  found 
it  necessary  to  close  obsolete  installations  and  realign 
missions  and  personnel.  In  fact,  since  1968  the  Air  Force 
has  closed  64  major  installations  and  962  smaller  sites 
(86:For.l).  These  deactivations  have  contributed  toward 

^The  pages  in  the  USAF  Summary  are  labeled  Fin. 
(Financial) ,  For.  (Forces),  and  Pers.  (Personnel) . 
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a  reduction  of  446,000  military  and  civilian  Air  Force 
personnel  over  this  same  time  period  (86:Pers.2),  which 
is  particularly  significant  when  one  considers  that 
approximately  50.4  percent  of  the  FY  1980  Air  Force  budget 
is  marked  for  personnel  (86 :Fin. 5 ,Pers. 2) .  More  impor¬ 
tantly,  these  realignments  and  closures  are  likely  to  con¬ 
tinue  in  the  future  as  the  Air  Force  adapts  new  strategies 
and  tactics  to  meet  the  changing  threat. 

Statement  of  the  Problem 

Although  the  Air  Force  has  closed  many  small  instal¬ 
lations  of  under  500  personnel,  there  does  not  appear  to  be 
a  clear  conception  of  the  impact  that  the  quality  of  plan¬ 
ning  has  on  these  deactivations.  Consequently,  Air  Force 
managers  are  not  aware  of  the  relationship  between  the 
quality  of  planning  accomplished  in  preparation  for  the 
closure  of  a  small  installation  and  the  subsequent  effec¬ 
tiveness  of  that  closure  process. 

Definitions 

Key  terms  and  abbreviations  used  throughout  this 
paper  which  could  be  subject  to  misinterpretation  are  sum¬ 
marized  as  follows: 

1.  Case — a  Programmed  Action  Directive  (PAD)  pub- 

2 

lished  for  each  deactivating  radar  station. 

2 

A  PAD  is  a  document  containing  detailed  instruc¬ 
tions,  including  suspense  dates,  for  closing  an  Air  Force 
installation,  or  taking  action  on  several  other  operational 
requirements. 
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2.  Effectiveness — " .  .  .  a  measure  of  actual  out¬ 
put  against  planned  output.  Determining  effectiveness 
requires  that  some  plan  or  standard  be  established  before 
the  process  begins  .  .  .  [63:11]."  It  is  concerned  with 
the  appropriateness  of  goals  or  that  the  right  type  of  job 
is  being  accomplished  (16:13,14). 

3.  Effectiveness  of  the  closure  process — includes 
achieving  other  goals  besides  deactivating  an  installation 
on  time,  such  as  closing  the  unit  within  budgetary  con¬ 
straints  and  the  timely  redistribution  of  manpower  and 
materiel  resources. 

4.  Efficiency — "a  measure  that  relates  the  value 

of  the  output  of  the  process  to  the  value  of  the  input 
[63:10]."  "...  the  idea  of  doing  well  and  without  waste 

whatever  is  being  done — whether  it  is  worth  doing  or  not. 
Efficiency  focuses  on  how  work  is  done  [16:13],"  not  on 
what  should  be  done  (16:13). 

5 .  Planning — 

.  .  .  the  process  or  activity  of  determining  in 
advance  specifically  what  should  be  done  in  order  to 
achieve  particular  goals,  how  it  should  be  done,  when 
and  where  it  should  be  done,  and  who  should  do  it 
[16:99] . 

6.  Quality  of  Planning — for  the  purpose  of  this 
thesis,  this  term  will  refer  mainly  to  the  completeness  of 
deactivation  plans.  However,  a  quality  plan  must  consider 
such  factors  as  cost,  timeliness,  and  accuracy. 
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7 .  Semi-Automatic  Ground  Environment  (SAGE)  Sys¬ 


tem — a  SAGE  center  is  one  of  seven  air  defense  command  and 
control  headquarters  located  in  Canada  and  the  United 
States. 

8.  Small-sized  installation — for  the  purpose  of 
this  thesis,  an  Air  Force  organization  with  a  combined  mili¬ 
tary  and  civilian  manpower  strength  of  500  persons  or  less. 
Due  to  the  small  number  of  assigned  personnel,  it  normally 
receives  a  significant  amount  of  its  logistical  and  other 
support  (e.g. ,  civil  engineering,  accounting  and  finance, 
budget,  personnel,  administrative)  from  a  geographically- 
separated  host  base.  Typically,  this  type  of  unit  has  a 
single  mission  and  is  organized  as  either  an  air  base  group, 
squadron,  detachment  or  operating  location.  It  may  or  may 
not  be  co-located  on  a  larger  military  installation. 

Background 

Since  this  thesis  has  drawn  heavily  on  Air  Force's 
experiences  in  closing  the  31  CONUS  radar  sites  under  the 
Joint  Surveillance  System  (JSS) ,  a  background  investigation 
into  the  organizational  structure  of  our  strategic  air 
defense  forces  and  the  purpose  of  JSS  is  in  order. 

Until  1  September  1979,  Aerospace  Defense  Command 
(ADCOM)  Was  a  Major  Air  Command  (MAJCOM)  located  at 
Peterson  Air  Force  Base  (AFB) ,  Colorado.  It  was  the  pri¬ 
mary  military  component  forming  the  North  American  Air 
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Defense  Command  (NORAD) ,  the  combined  command  with  Canada. 
In  fact,  the  ADCOM  Commander  served  as  the  NORAD  Commander. 
The  ADCOM  Commander  exercised  operational  control  over  his 
forces  through  six  Continental  United  States  (CONUS)  Air 
Divisions  (71:1-3).  The  Air  Divisions,  in  turn,  con¬ 
trolled  the  radar  and  fighter  interceptor  squadrons 
located  within  their  geographic  area  of  responsibility. 

Even  though  ADCOM  was  officially  deactivated  on  1  September 
1979  and  its  air  defense  mission  transferred  to  Tactical 
Air  Command  (TAC) ,  the  Air  Divisions  have  remained  intact 
with  their  primary  responsibilities  of  air  surveillance  and 
control  and  as  an  intermediate  headquarters  for  air 
defense  forces.  An  Air  Defense  Tactical  Air  Command 
(ADTAC)  headquarters  has  been  formed  at  Peterson  AFB  to 
be  responsible  for  the  overall  management  of  this  country's 
air  defense  forces. 

As  the  equivalent  of  a  Numbered  Air  Force  element 
of  Tactical  Air  Command,  Air  Defense  Tactical  Air  Com¬ 
mand  is  charged  with  providing  the  Commander-In-Chief 
of  the  North  American  Air  Defense  Command  and  Aerospace 
Defense  Command  with  the  control  centers,  radars  and 
interceptors  he  needs  to  meet  his  peacetime  air 
sovereignty  and  wartime  air  defense  missions  [3:18). 

The  objective  of  the  JSS  program  is  to 

.  .  .  acquire  and  deploy  a  peacetime  air  surveil¬ 
lance  and  control  system  to  replace  the  SAGE/BUIC  sys¬ 
tem  for  the  CONUS  and  Canada,  and  the  manual  ground 
environment  system  in  Alaska.  .  .  [36:1]. 

Under  the  auspices  of  NORAD,  JSS  will  consist  of  seven 

Region  Operations  Control  Centers  (ROCCs)  and  83  sensor  or 


radar  sites  located  throughout  the  CONUS,  Alaska  and 
Canada.  The  purpose  of  the  ROCCs  will  be  to  provide  com¬ 
mand,  control,  communications,  and  surveillance  during 
peacetime  while  transferring  command  and  control  functions 
to  Airborne  Warning  and  Control  Systems  (AWACS/E-3A)  air¬ 
craft  during  wartime.  Of  the  45  sensor  sites  in  the  CONUS, 
31  will  be  joint  Federal  Aviation  Administration  and  United 
States  Air  Force  (FAA/USAF)  sites  and  five  will  be  FAA 
solely  owned  and  operated  sites  (36:1).  Therefore,  the 
advent  of  AWACS  along  with  the  construction  of  new  joint 
use  and  FAA  owned  sensor  sites  has  enabled  the  USAF  to 
close  its  many  obsolete  radar  sites  (36:1). 

Within  ADCOM/ADTAC,  where  31  radar  sites  will  be 
closed  by  1980,  the  persons  queried  agreed  that  the  lack 
of  planning  has  hindered  the  orderly  closure  of  many  of 
these  sites.  Colonel  Ravetti,  ADCOM  Comptroller,  said 
that  numerous  schedule  changes  for  these  closures  have 
made  it  difficult  to  budget  for  these  closures  and  to 
coordinate  actions  (76)  .  Furthermore,  the  23rd,  24th,  and 
26th  Air  Division  (ADTAC)  budget  officers  all  stated  that 
lack  of  detailed  planning  has  caused  numerous  problems  in 
closing  radar  sites  within  their  area  of  responsibility. 
Specifically,  they  mentioned  problems  concerning  the  timely 
disposition  of  supplies  and  the  settling  of  final  bills 
concerning  contractual  obligations  (27;  46;  82).  At  21st 
Air  Division  (ADTAC)  the  Director  of  Logistics  (LG)  stated 


that  his  Air  Division  has  been  very  successful  in  resolving 
problems  occurring  during  closures  by  holding  biweekly 
coordination  meetings  with  other  staff  members  and  by 
issuing  supplemental  instructions  to  the  PADs  (67) . 

Key  personnel  at  Headquarters,  United  States  Air 
Force  (HQ  USAF)  and  within  ADTAC  were  in  general  agreement 
that  planning  is  essential  if  these  installations  are  going 
to  be  closed  in  an  effective  and  efficient  manner  (25;  27; 
28;  46;  58;  67;  76;  78;  82;  83).  Lieutenant  Colonel 
Thomas,  Directorate  of  Programs,  HQ  USAF,  and  Major  Lee, 
Programmer  for  Strategic  Defense  Forces,  HQ  USAF,  both 
believed  that  poor  planning  significantly  contributed  to 
the  generation  of  many  of  the  problems  which  have  occurred 
during  an  installation  closure  (58;  82).  Lt  Col  Thomas 
suggested  that  part  of  the  problem  in  closing  ADCOM  radar 
sites  has  been  the  recent  rush  to  publish  PADs  for  the 
sites  closing  in  1979  and  1980  (83) .  Maj  Lee  was  of  the 
opinion  that  many  of  the  planning  problems  are  a  reflection 
of  poorly  written  PADs  or  regulations  which  are  too  vague 
(58)  . 


Scope 

There  are  many  variables  which  impact  on  an  effec¬ 


tive  closure.  As  stated  in  the  introduction  portion  of 
this  study,  planning  is  an  essential  ingredient  for  closing 


these  sites  effectively.  However,  other  aspects  are  also 
important. 

Lt  Col  Thomas,  of  the  Air  Staff,  stated  that  con¬ 
tinual  management  attention  to  the  closures  by  the  MAJCOM 
was  a  necessity  and  that  the  managerial  abilities  of  the 
affected  site  commander  were  crucial,  especially  in 
handling  the  community  relations  problem  (83) .  Another 
Air  Staff  member,  Maj  Lee,  stated  that  besides  planning, 
the  political  and  socioeconomic  considerations  were  impor¬ 
tant.  In  his  opinion  a  good  plan  could  overcome  the  short¬ 
comings  of  a  particular  site  commander  (58).  Maj  Lee's 
viewpoint  was  almost  identical  to  that  of  Lt  Col  Demijohn, 
a  key  planner  for  HQ  ADTAC  (28).  Col  Ravetti,  the  ADCOM 
Comptroller,  stressed  that  any  variable  could  be  classified 
under  planning  and  he  reiterated  that  a  closure  plan  should 
be  based  on  a  firm  schedule  because  of  its  effect  on  morale 
and  the  budget  (76) . 

Other  factors  which  can  have  an  important  bearing 
on  the  closure  process  are  the  capabilities  of  subordinate 
supervisors  and  workers  at  the  deactivating  site,  the 
geographic  closeness  of  the  site  to  its  host  base,  and  the 
time  constraints  imposed  by  higher  headquarters  for  closing 
the  site  or  the  subordinate  functions  (25) .  All  of  these 
personnel  were  in  general  agreement  though  that  planning 
is  probably  the  most  important  variable  to  be  considered 
in  deactivating  a  site. 
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The  reader  should  be  aware  that  it  is  extremely 
difficult  to  analyze  in  isolation  the  importance  of  plan¬ 
ning  on  the  closure  process.  However,  a  priori,  good 
planning  can  mitigate  any  adverse  influence  which  these 
other  non-planning  variables  may  have  on  the  closure  pro¬ 
cess. 

Several  authors  have  discussed  in  detail  the  impor¬ 
tant  characteristics  or  aspects  that  quality  plans  should 
possess,  such  as  considerations  of  cost,  timeliness,  accu¬ 
racy  and  completeness.  Both  Kalbaugh  and  Riggs  referred 
to  the  cost  and  timeliness  factors  when  they  stated  that 
"proposed  plans  should  take  into  consideration  resource 
allocations,  timing  of  events.  .  .  [56:107]."  Henning 

and  LeBreton  said  that  "it  is  our  thought  that  a  qualified 
planner  should  always  attempt  to  calculate  the  anticipated 
results  of  any  proposed  plan  in  dollar  terms  [50:29]." 

They  also  stressed  that  plans  must  consider  the  timely  com¬ 
pletion  of  required  actions  (50:31-36,295,296).  Both  the 
benefits  of  reducing  organizational  costs  and  the  impor¬ 
tance  of  having  accurate  plans  were  highlighted  by  Jack 
Duncan  (32:286,293).  Further,  Hellriegel  and  Slocum  com¬ 
mented  on  the  necessity  of  accurate  plans,  especially  as 
the  "number  of  people  and  units  impacted  [49:24]"  become 
greater.  These  and  other  writers  such  as  Emery,  Petit, 
and  Filley  are  in  agreement  that  the  completeness  of 


planning  is  also  an  integral  part  of  any  quality  plan  (32: 
293;  38:108;  41:430,431;  49:24;  50:30,294;  56:106-109; 

72:  155). 

As  importantly,  the  factors  which  can  affect  the 
quality  of  planning  are  the  experience  of  the  planners, 
the  time  available  for  formulating  the  plan  and  the  amount 
of  resources  available  for  the  planning  effort  (32:287; 
39:104,106;  49:244) .  Emory  emphasized  that  "meaningful 
planning  takes  time  and  effort  [39:106]"  and  that  planning 
will  cost  the  organization  in  money  and  manpower  resources 
Duncan  stated  that  research  has  shown  that  "successful 
planning  is  related  to  .  .  .  management's  formal  training 
and  experience  [32:287]."  According  to  Hellriegel  and 
Slocum  the  major  categories  of  resources  necessary  to  make 
a  plan  operational  are  "money;  facilities  and  equipment; 
materials,  supplies,  and  services;  and  personnel  [49:244]. 
These  management  specialists  place  a  good  deal  of  emphasis 
on  the  importance  of  having  complete  plans.  Thus,  while 
assuming  that  all  the  factors  referenced  above  must  be 
present  if  a  plan  is  to  be  categorized  as  "good,"  the 
emphasis  of  this  thesis  will  be  on  the  completeness  of 
plans. 

Many  of  these  same  authors  have  referred  to  plans 
as  being  complete  if  required  tasks  and  priorities  are 
identified  (39:108);  if  relevant  information  is  provided 
to  those  people  who  require  it  in  accomplishing  goals;  if 


a  feedback  mechanism  is  present  (72:155,156);  and  if  all 
objectives,  constraints,  alternatives,  and  performance 
criteria  are  identified  (41:430,431).  A  synthesis  of  the 
information  contained  in  the  publications  of  these  authors 
reveals  that  a  complete  plan  should  at  least  include  the 
following: 

1.  Translation  of  broad  goals  into  specific  mea¬ 
surable  objectives; 

2.  Specification  of  operational  and  related  activi¬ 
ties  which  will  accomplish  these  objectives; 

3.  Establishment  of  proper  sequencing  of  the 
activities; 

4.  Review  of  regulations,  laws,  statutes,  and 
other  constraints  which  must  be  followed; 

5.  Allocation  of  financial,  manpower,  and  material 
resources  within  imposed  constraints; 

6.  Establishment  of  feedback  systems  with  the 
capability  to  sense  undesirable  changes  or  alternatives 
and  control  actions  as  desired;  and 

7.  Provisions  to  inform  those  organizations  which 
require  it  necessary  information  in  a  timely  manner  (32:293; 
38:108;  41:430,431;  49:24;  50:30,294;  56:106-109;  72:155). 

For  the  purpose  of  this  thesis,  the  only  deacti¬ 
vated  Air  Force  units  which  were  analyzed  in  detail  came 
from  a  sample  of  CONUS  long-range  radar  (LRR)  sites 
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organized  under  ADTAC  (81:3).  There  were  several  reasons 
for  concentrating  the  study  on  these  particular  sites: 

1.  A  radar  site  contains  many  of  the  same  func¬ 
tions  normally  performed  on  a  larger-size  Air  Force  base. 

A  typical  CONUS  geographically-separated  radar  site 
includes  the  following:  command  section,  operations,  com¬ 
munications  ,  maintenance,  civil  engineering,  supply,  trans¬ 
portation,  personnel,  administration,  budget,  training, 
commissary,  site  exchange,  dining  hall,  linen  exchange, 
dormitories,  family  housing.  Noncommissioned  Officer  (NCO) 
club,  and  recreation  services  (15:Sec.C).  Antigo  Air 
Force  Station  (AFS) ,  Wisconsin,  an  ADCOM  radar  site,  is 
typical  of  other  geographically-separated  radar  installa¬ 
tions  with  a  total  of  106  personnel  authorized:  three  offi¬ 
cers,  76  enlisted  personnel  and  27  civilians  (15:Sec.  S)  . 
Not  included  in  this  overall  figure  were  two  Army-Air  Force 
Exchange  Service  employees  who  operated  the  site  exchange, 
two  auxiliary  chaplains,  and  part-time  help  for  the  NCO 
Club,  and  commissary  (15:Sec.  S)  . 

2.  Starting  with  the  Antigo  AFS,  Wisconsin, 
closure  in  1977  and  the  31  site  closures  under  the  JSS 
during  1979  and  1980,  a  large  and  current  data  file  of 
deactivation  policies,  procedures,  and  decisions  has  been 
developed.  Even  though  Antigo  AFS  was  not  closed  as  part 
of  the  JSS  realignment,  it  was  selected  for  analysis  in 
this  study  because  it  closed  in  the  relatively  recent  past; 
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its  organization,  function  and  manning  were  typical  of 
those  sites  closing  under  JSS;  and  extensive  historical 
data  remains  concerning  this  particular  deactivation. 

3.  Time  limitations  prevented  the  detailed  analy¬ 
sis  of  other  MAJCOM  experiences  in  deactivating  small 
units.  However,  information  was  used  from  two  Air  Command 
and  Staff  College  Research  Studies  (2:1,2;  53:1). 

Purpose  of  the  Research 

The  purpose  of  this  thesis  is  to  determine  what 
relationship  (if  any)  exists  between  the  completeness  of 
planning  for  the  closure  of  a  small  installation  and  the 
subsequent  effectiveness  of  the  closure  process.  This 
basic  statement  of  purpose  suggests  the  following  two 
research  objectives  along  with  associated  research  ques¬ 
tions: 

1.  Research  Objective  One:  Determine  the  com¬ 
pleteness  of  planning  for  each  PAD  developed  for  a  selected 
number  of  radar  sites  involved  in  the  JSS  closure  process  and 
for  Antigo  AFS. 

a.  Research  Question  One:  What  agencies/ 
functional  areas  must  be  considered  and  involved  in  the 
development  of  a  complete  PAD? 

b.  Research  Question  Two:  What  specific  regu¬ 
lations  and  procedures  must  be  considered  and  included  in 
a  complete  PAD? 
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c.  Research  Question  Three:  To  what  degree 
has  the  value  of  the  planning  variable  changed  over  time? 

2.  Research  Objective  Two:  Determine  the  effec¬ 
tiveness  of  the  closure  process  for  each  of  the  radar 
sites  analyzed  in  answering  research  objective  one. 

a.  Research  Question  Four;  What  objectives 
constitute  an  effective  closure? 

b.  Research  Question  Five:  What  is  the  degree 
of  agreement  between  headquarters  personnel  and  site  com¬ 
manders  as  to  what  constitutes  an  effective  closure? 

These  two  research  objectives  provide  a  foundation  for 
investigating  the  following  research  proposition:  The  effec¬ 
tiveness  of  the  process  for  closing  a  small  AF  unit  is 
directly  and  significantly  affected  by  (related  to)  the 
completeness  of  the  planning  accomplished  for  that  closure. 

Literature  Review 

The  Air  Force  has  not  published  in  any  one  direc¬ 
tive  the  general  planning  and  technical  guidance  needed  for 
deactivating  a  military  installation  (83) .  Instead,  each 
Air  Force  functional  unit  (e.g.,  supply,  civil  engineer¬ 
ing,  and  personnel)  has  published  separate  regulations  and 
manuals  detailing  the  instructions  their  own  specialists 
should  follow  during  a  closure.  For  example,  the  USAF 
Supply  Manual,  Air  Force  Manual  (AFM)  67-1,  explains  the 
procedures  and  documentation  required  for  redistributing 
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supplies  (53:70).  Consequently,  procedural  guidance  for 
developing  an  overall  plan  or  addressing  the  common  prob¬ 
lems  associated  with  the  closure  of  an  Air  Force  installa¬ 
tion  cannot  be  found  by  just  referring  to  one  regulation 
or  manual. 

When  the  decision  is  made  to  deactivate  an  Air 
Force  unit,  HQ  USAF  directs  the  MAJCOMs  to  publish  PADS 
which  specify  the  detailed  closure  instructions  for  the 
unit  in  question  (4:1). 

Therefore,  the  PADs  published  by  ADCOM  or  TAC  for 
ADTAC  were  the  principal  documents  used  in  obtaining  data 
for  this  thesis.  As  its  name  implies,  the  PADs  are  direc¬ 
tive  on  all  designated  action  agencies.  ADCOM  or  ADTAC 
PADs  are  divided  into  two  basic  sections.  The  first  part 
has  the  objectives,  authority,  general  guidance,  and 
responsibilities  of  ADCOM/ADTAC  staff  agencies  including 
the  naming  of  project  officers  for  all  key  Command  agen¬ 
cies  (4:1-8).  The  second  part  has,  on  an  ADC  Form  203, 
System  Control  Plan,  the  starting  and  completion  dates 
for  each  required  action  and  the  appropriate  office  of 
responsibility  (4:Annexes  A-J) . 

As  part  of  the  closure  process  of  LRR  sites  under 
JSS,  ADCOM  published  several  Facility  Closure  Plans  (FCPs) . 
Due  to  time  constraints  and  the  heavy  workload  involved, 
the  only  FCPs  developed  were  for  the  closures  of  Baudette 
AFS ,  MN;  Blaine  AFS,  WA;  Bucks  Harbor  AFS,  ME;  Empire  AFS, 


MI;  Finland  AFS ,  MN;  Finley  AFS,  ND;  Havre  AFS ,  MT;  Keno 
AFS,  OR;  Lockport  AFS,  NY;  Mica  Peak  AFS,  WA;  Opheim  AFS, 

MT;  and  Sault  Ste.  Marie  AFS,  MI  (48). 

The  first  section  of  an  FCP  has  an  overall  plan 
for  closing  the  installation's  buildings,  the  number  of 
caretaker  force  personnel  who  will  maintain  the  site  after 
deactivation,  utility  contract  termination  instructions, 
real  property  documentation  requirements,  and  pending  facil¬ 
ity  contracts  (43:1,2;  44:1,2;  61:1,2).  The  second  section 
is  comprised  of  an  ADC  Form  338,  Closure  Schedule.  On  it 
are  listed  the  individual  facility  building  number  and 
name  (e.g..  Bldg  #15,  Dining  Hall),  schedule  closure  date, 
schedule  date  to  be  pickled  (e.g.,  the  date  in  which 
utility  services  are  terminated) ,  a  statement  if  a  building 
will  remain  open,  or  if  any  further  Air  Force  projects 
are  required  on  a  particular  building  (43:Atch.l;  44: 

Atch.l;  61:Atchl) .  The  FCPs  were  normally  published  six 
months  to  a  year  prior  to  actual  site  deactivation  to  pro¬ 
vide  preliminary  guidance  to  the  site  commander  and  his 
staff  concerning  civil  engineering  and  budgetary  actions 
which  must  be  accomplished  during  the  closure  process. 

Like  the  PAD  documents,  the  instructions  contained 
in  an  FCP  can  give  an  indication  of  the  thoroughness  of 
planning.  Specifically,  an  FCP  may  tell  if  contract  termin¬ 
ation  dates  are  realistic,  if  the  sequence  of  closure 


actions  are  in  consonance  with  instructions  contained  in 
the  PAD,  and  the  accuracy  of  budget  instructions. 

A  large  part  of  the  special  studies  accomplished 
on  Air  Force  installation  closures  have  been  concerned 
with  economic  and  environmental  impact  analysis  which  does 
not  directly  concern  this  study.  Two  research  studies 
submitted  to  the  faculty  of  the  Air  Command  and  Staff  Col¬ 
lege  at  Maxwell  AFB,  Alabama,  considered  aspects  of  base 
closures  other  than  environmental.  The  first  study, 
"Planning  and  Management  of  Base  Closures,"  dealt  with 
mistakes  made  during  the  closure  process  "which  result  in 
wasted  resources,  general  turmoil,  and  inconvenience  to 
departing  personnel  C2:iiJ."  Basically,  this  was  a  les¬ 
sons  learned  study  on  closing  large  Air  Force  installations 
in  the  Republic  of  Vietnam  and  Thailand.  The  second  study, 
"A  Report  on  Supply  Procedures  During  Base  Closure,"  con¬ 
centrated  on  lessons  learned  associated  with  "the  massive 
withdrawal  of  materiel  from  Southeast  Asia  as  U.S.  mili¬ 
tary  forces  were  reduced  [53:iii]."  Both  reports  are 
concerned  with  the  impact  of  good  and  bad  management  prac¬ 
tices  on  the  closure  process.  ADCOM  also  published  a 
lessons  learned  letter  addressing  key  problems  which  have 
occurred  during  LRR  site  closures  (IsAtch.l).  These  two 
studies  and  the  lessons  learned  letter  were  referred  to  as 
possible  sources  for  determining  PAD  omissions. 
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The  attempt  of  Air  Force  managers  to  plan  an  instal¬ 
lation  closure,  large  or  small,  could  be  hampered  by  this 
dispersal  of  planning  guidance  among  various  regulations, 
manuals,  reports,  and  letters,  and  the  lack  of  a  consoli¬ 
dated  directive  which  addresses  the  subject. 

Furthermore,  key  personnel  on  the  Air  Staff, 
ADCOM/ADTAC  Headquarters  and  the  Air  Divisions  stressed 
that  planning  guidance  is  essential  for  accomplishing  these 
closures  in  an  effective  and  efficient  manner  (25;  27; 

28;  46;  58;  67;  76;  78;  82;  83).  Numerous  authors 
specializing  in  management  theory  agree  that  of  all  the 
aspects  which  must  be  present  in  a  quality  plan,  complete¬ 
ness  must  rank  among  the  most  important  (32;  39;  41;  49; 

50;  56;  72). 

The  documentation  which  was  studied  to  determine 
the  effectiveness  of  each  closure  came  from  the  following 
sources: 

1.  ADC  Forms  193,  Program  Progress/Revision  Report, 
which  indicate  either  the  timely  completion  or  slippage 
time  for  each  PAD  action  item  (4) . 

2.  Air  Force  Audit  Agency  audit  reports  per¬ 
taining  to  site  closures  which  indicate  losses  due  to 
ineffective  closures  (79;  84). 

3.  Site  manpower  and  budgetary  documentation  avail¬ 
able  at  the  appropriate  Air  Division  Personnel  and  Budget 
offices.  Manpower  documents  indicate  the  actual  transfer 
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date  of  personnel  while  budgetary  data  show  the  additional 
cost  to  the  government  of  either  taking  or  not  implementing 
a  particular  action. 

Thesis  Outline 

The  remaining  chapters  of  this  thesis  will  describe 
in  detail  the  following: 

1.  Chapter  II — the  methodology  to  be  used  in 
answering  the  research  objectives,  questions,  and  proposi¬ 
tion; 

2.  Chapter  III — a  proposed  PAD  for  deactivating  a 
small  USAF  installation  and  an  enumeration  of  PAD  omissions 
for  selected  ADCOM/ADTAC  radar  sites; 

3.  Chapter  IV — an  analysis  of  the- objectives  which 
should  be  included  in  an  effective  closure  process  along 
with  a  correlation  analysis  of  the  adequacy  of  planning 
and  its  effects  on  the  objectives  of  the  closure  process; 
and 

4.  Chapter  V — a  discussion  of  conclusions,  recom¬ 
mendations,  and  suggestions  for  further  research. 


CHAPTER  II 


METHODOLOGY 

Introduction 

This  chapter  presents  the  research  design  and  method¬ 
ology  to  be  used  in  this  study.  For  the  two  research  objec¬ 
tives,  procedures  to  establish  operational  definitions  will 
be  presented.  These  will  be  followed  in  each  case  by  data 
gathering  and  measurement  plans.  Lastly,  plans  to  analyze 
and  test  the  validity  of  the  research  proposition  will  be 
presented. 

Research  Objective  One 

Operational  Definition 
Development  Plan 

The  procedure  to  establish  an  appropriate  opera¬ 
tional  definition  for  the  completeness  of  planning  involves 
the  answering  of  research  questions  one  and  two.  This  was 
accomplished  by  developing  a  comprehensive  checklist  of 
elements  to  be  included  (or  considered  for  inclusion)  in 
a  PAD.  Planners  at  HQ  ADCOM/ADTAC  who  are  associated  with 
coordination  of  the  final  PAD  were  queried  by  telephone 
using  the  formal  interview  instrument  provided  in  Appen¬ 
dix  A.  Only  offices  with  symbols  of  three  letters  or  less 
were  interviewed  to  provide  for  a  macro  view  of  the  plan¬ 
ning  aspect.  The  offices  to  be  interviewed  were  obtained 
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from  HQ  ADTAC/XPP.  This  office  is  responsible  for  the 
overall  monitoring  and  coordinating  of  the  PADs  (28) . 
Offices  interviewed  included: 


1. 

LGS 

(Supply) 

2. 

ACM 

(Management  Analysis) 

3. 

ACB 

(Budget) 

4. 

DEH 

(Housing) 

5. 

SP 

(Security  Police) 

6. 

DC 

( C ommun ica t i on s ) 

7. 

DAA 

(Administration) 

8. 

DEP 

(Civil  Engineering 

9. 

XPP 

(Plans  &  Programs) 

10. 

DOX 

(Operations) 

11. 

DP 

(Personnel) 

12. 

LGK 

(Electronics) 

Personnel  in  command  of  the  radar  sites  (see  next  page) 
at  the  time  of  closure  were  also  queried  using  the  instru¬ 
ment  in  Appendix  A.  In  addition,  planners  at  other  head¬ 
quarters  offices  comparable  to  those  listed  above  were 
asked  to  respond  to  these  questions.  The  intent  was  to 
eliminate  any  biased  experiences  by  simply  querying  the 
original  planners  of  the  PADs  at  ADCOM/ADTAC  as  well  as 
provide  for  a  broader  view  of  the  completeness  of  the  PADs. 
Each  interviewee  was  asked  to  provide  specific  inputs  per¬ 
taining  to  his/her  appropriate  area  of  responsibility  along 
with  the  applicable  regulation  or  manual  reference. 
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Data  Gathering  and 
Measurement  Plan 

Data  gathering  techniques  and  procedures  used  to 
measure  the  inputs  of  a  complete  plan  were: 

1.  Based  on  the  operational  definition  of  the 
inputs  to  a  complete  plan,  a  determination  was  made  as  to 
the  number  of  frequency  of  exclusions  of  these  planning 
inputs  in  each  of  the  PADS  (cases)  being  studied.  These 
omissions  were  individually  tabulated  for  each  case  and 
recorded . 


2.  The 

specific  PADS  which  were 

analyzed 

were 

developed  for  the  following 

radar  sites: 

Radar  Site 

Closure 

Date 

a. 

Antigo  AFS , 

Wisconsin  (5) 

1 

April 

1977 

b. 

Blaine  AFS, 

Washington 

(8) 

1 

January  1979 

c. 

St.  Albans 

AFS,  Vermont 

(10) 

1 

April 

1979 

d. 

Lockport  AFS,  New  York 

(9) 

1 

June 

1979 

e. 

Baudette  AFS,  Minnesota 

(6) 

1 

July 

1979 

f . 

Havre  AFS, 

Montana  (11) 

1 

July 

1979 

g. 

Opheim  AFS, 

Montana  (12) 

1 

July 

1979 

h. 

Fortuna  AFS 

,  North  Dakota  (13) 

1 

July 

1979 

i. 

Minot  AFS, 

North  Dakota 

(14) 

1 

July 

1979 

g- 

Sault  Sainte  Marie  AFS, 

Michigan 

(7) 

1 

October  1979 

h. 

Watertown  AFS,  New  York 

(4) 

1 

November  1979 

The 

PADs  for  these  sites  are  located 

wi thin 

the  Air  Force 

Audit  Agency,  Peterson  AFB,  Colorado  80914. 
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These  radar  sites  constitute  the  complete  list  of 
sites  which  have  been  completely  closed  down  under  the  JSS 
concept  as  of  1  January  1980.  Data  for  this  study  is  only 
available  through  analysis  of  their  PADs  and  subsequent 
closure  processes. 

3.  Research  question  three  was  analyzed  by 
developing  a  trend  analysis  of  the  completeness  of  planning 
variable  over  the  time  period  of  the  PADs  in  the  study. 

The  individual  case  frequencies  of  the  omissions  were 
ordered  according  to  the  published  date  (month  and  year) 
of  each  PAD  to  determine  if  the  completeness  of  planning 
changed  through  time.  To  assist  in  this  determination, 
a  histogram  was  developed  using  the  data  as  described  above 
(69:29-32).  This  information  was  collected  at  the  interval 
level  since  the  data  can  be  classified  (there  is  or  is  not 
an  omission  in  the  case) ,  ordered  (the  number  of  omissions 
per  case) ,  and  a  distance  can  be  determined  between  each 
case  (e.g. ,  ten  omissions  are  twice  as  much  as  five  omis¬ 
sions  )  (39:112-117) . 


Research  Objective  Two 

Operational  Definition 
Development  Plan 

The  procedures  used  to  establish  an  appropriate 
operational  definition  for  an  effective  small  unit  closure 
were : 
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1.  Pose  research  question  four  (What  objectives 
constitute  an  effective  closure?)  to  those  key  personnel 
(listed  below)  involved  in  the  deactivation  of  Air  Defense 
radar  squadrons  under  JSS.  This  was  accomplished  by 
conducting  a  sample  survey  by  telephone  of  personnel  at 
all  management  levels  who  have  been  directly  involved  in 
planning  and  closing  these  radar  sites.  The  design  of  this 
sample  is  classified  as  nonprobability  and  purposive; 
specifically  an  expert  choice  (or  judgment)  sample.  The 
sample  was  not  random  or  unrestricted  since  our  object  was 
to  only  question  those  people  "in  the  best  position  to 
provide  us  with  information  [39:137,166]."  Specific  per¬ 
sonnel  who  were  queried  were  the  Chief,  Basing  Branch, 
Directorate  of  Programs,  HQ  USAF;  the  Programmer  for  Stra¬ 
tegic  Defense  Forces,  Directorate  of  Programs,  HQ  USAF; 
Chief,  Plans  and  Programs  Division,  HQ  ADTAC;  Director  of 
Supply,  HQ  ADTAC;  Director  of  Engineering  and  Construction, 
HQ  ADTAC;  Controller,  HQ  ADCOM;  the  Directors  of  Logistics 
and  Budget  Officers  at  the  six  ADCOM/ADTAC  Air  Divisions; 
and  those  radar  site  commanders  who  have  been  charged  with 
the  direct  responsibility  for  deactivating  their  unit. 

This  list  was  developed  in  collaboration  with 
Lt  Col  Thomas,  Chief,  Basing  Branch,  Directorate  of  Pro¬ 
grams,  HQ  USAF  (83) ,  the  Air  Staff  agency  which  monitors 
the  closure  of  USAF  units. 


ki 


24 


2.  This  survey  was  conducted  by  means  of  a  tele¬ 
phone  interview  with  each  of  the  respondents  listed 
above.  The  specific  survey  questions  and  information  to 
be  gathered  are  contained  in  Appendix  C. 

3.  As  a  means  of  introducing  these  questions,  a 
letter  was  sent  (reference  Appendix  B)  to  each  respondent 
approximately  two  to  three  weeks  prior  to  being  contacted 
by  telephone.  Sending  a  letter  in  advance  enabled  each 
respondent  to  give  careful  thought  to  each  of  the  ques¬ 
tions  (39:282,283). 

4.  Each  response  received  was  categorized  into 
broad  groupings.  Tentative  groupings  were  the  importance 
of  securing  government  property,  the  timely  redistribution 
of  supplies,  and  the  timely  reassignment  of  personnel. 

5.  Tabulation  of  a  frequency  count  of  the  responses 
assigned  to  each  category  was  made.  It  was  assumed  that 
the  aptness  of  each  category  as  it  relates  to  closure 
effectiveness  depended  on  its  frequency  count,  with  the 
highest  count  deemed  the  most  pertinent  and  on  down  to  the 
category  containing  the  least  amount  of  responses.  This 
compiling  and  tabulation  of  each  response  enabled  the 
researchers  to  answer  research  question  five  (What  is  the 
degree  of  agreement  between  HQ  personnel  and  site  com¬ 
manders  as  to  what  constitutes  an  effective  closure?) 
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Data  Gathering  and 
Measurement  Plan 

1.  Criteria  used  as  measurements  of  the  objec¬ 
tives  of  an  effective  closure  were  obtained  by  asking 
question  3b  of  Appendix  C  to  the  participants  of  these 
interviews . 

2.  Besides  obtaining  the  opinion  of  the  persons 
being  surveyed,  measurement  ideas  were  obtained  by  review¬ 
ing  budgetary  and  manpower  documents  pertaining  to  the 
deactivated  radar  sites.  Also,  information  was  collected 
from  pertinent  audit  reports  originating  from  the  Air 
Force  Audit  Agency,  Norton  AFB,  California,  and  HQ  ADTAC, 
Peterson  AFB,  Colorado.  Budgetary  information  was 
obtained  from  either  the  budget  offices  at  ADTAC  Head¬ 
quarters,  Peterson  AFB,  Colorado,  or  from  an  appropriate 
Air  Division  (20,  21st,  23rd,  24th,  25th,  and  26th) . 

3.  Responses  mentioned  above  and  other  ideas  were 
screened  for  those  closure  effectiveness  measurements 
which  provide  a  ratio  measure  of  the  degree  to  which  the 
goals/objectives  established  for  the  closure  process  have 
been  accomplished. 

4.  Development  of  a  trend  analysis  of  this  data 
completed  this  portion  of  the  research.  Values  for  each 
measurable  category  of  an  effective  closure  were  obtained 
from  each  of  the  closure  processes  of  the  radar  sites 
listed  on  page  22.  These  values  were  ordered  according 
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to  the  date  (month  and  year)  of  the  radar  site  closure  to 
determine  if  the  effectiveness  of  these  closures  has 
changed  through  time.  To  assist  in  this  determination, 
a  histogram  was  created  for  each  closure  effectiveness 
category  (69:29-32). 


Research  Proposition 

The  procedures  followed  in  answering  the  research 
proposition  involved  the  use  of  the  data  and  measurements 
obtained  while  researching  the  two  research  objectives. 

The  objective  was  to  explore  relationships  or  correlations, 
if  any,  existing  between  the  respective  measurements  of 
planning  completeness  and  closure  effectiveness.  This  was 
accomplished  in  the  following  manner: 

1.  The  categories  identified  as  objectives  of  an 
effective  closure  were  analyzed  to  ascertain  which,  if  any, 
could  in  fact  be  measured.  Objective  four,  closure  of  the 
site  without  delays  pertaining  to  the  PAD  (see  list  of 
objectives.  Chapter  IV) ,  was  the  sole  objective  for  which 

a  suitable  measurement  was  found.  The  measurement  data 
relating  to  this  objective  for  each  radar  site  listed  on 
page  22  was  gathered  at  the  interval  level. 

2.  Based  on  the  measurement  of  an  effective  closure 


for  objective  four,  an  attempt  was  made  to  calculate  the 
impact  of  a  decrease  in  effectiveness  for  each  of  the 
deactivated  radar  sites.  This  figure  was  labeled  as  the 


dependent  variable  Y,  Appendix  G.  This  effectiveness  cal¬ 
culation  was  plotted  against  the  total  number  of  omissions 
in  each  PAD  for  each  particular  case,  reference  Chapter  III 
(This  was  labeled  as  the  independent  variable  X,  Appen¬ 
dix  G.) 

3.  Because  the  data  for  both  variables  was  col¬ 

lected  at  least  at  the  interval  level  it  was  possible  to 
use  the  Spearman  Rank  Correlation  Coefficient  (rg)  to 
analyze  possible  correlations  existing  between  the  two 
variables  (45:275;  80:210-213).  For  the  Spearman  correla¬ 
tion  test,  the  null  hypothesis  (HQ)  (80:7)  is  "that  the  two 
variables  under  study  are  not  associated  in  the  population 
and  that  the  observed  value  of  rg  differs  from  zero  only  by 
chance  [80:210]."  The  alternative  hypothesis  (H^)  (80:7) 

is  that  the  two  variables  are  related. 

4.  Because  the  size  of  N  (sample  size)  was  eleven, 
the  following  procedure  was  used: 

If  N  is  equal  to  or  greater  than  ten,  the  signifi¬ 
cance  of  the  correlation  is  determined  by  computing  the 
Student's  t-statistic  as  follows: 


The  rg  value  is  calculated  by  the  Statistical  Package  for 
the  Social  Sciences  (SPSS)  subprogram  NONPAR  CORR  (18:288). 
The  resulting  t-statistic  is  compared  to  the  critical 
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random  variables  of  "t"  as  listed  in  Appendix  H  to  deter¬ 
mine  the  significance.  If  the  computed  t-value  is  greater 
than  the  critical  t-value,  the  null  hypothesis  may  be 
rejected  (80-213) . 
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CHAPTER  III 


COMPLETENESS  OF  PLANNING  FOR 
SMALL  SITE  DEACTIVATIONS 

Introduction 

This  chapter  contains  a  discussion  of  the  findings 
relative  to  research  objective  one.  The  purpose  of  this 
objective  was  to  determine  the  completeness  of  planning 
for  each  PAD  developed  for  a  selected  number  of  radar  sites 
involved  in  the  JSS  closure  process  and  for  Antigo  AFS . 

This  was  accomplished  by  investigating  the  following 
rsearch  questions  pertaining  to  research  objective  one: 

1.  What  agencies/functional  areas  must  be  con¬ 
sidered  and  involved  in  the  development  of  a  complete  PAD? 

2.  What  specific  regulations  and  procedures  must 
be  considered  and  included  in  a  complete  PAD? 

3.  To  what  degree  has  the  value  of  the  planning 
variable  changed  over  time? 

Towards  this  end,  the  chapter  contains  a  suggested 
PAD  overview  section,  a  detailed  PAD  checklist,  and  a  fre¬ 
quency  count  of  PAD  omissions  for  the  deactivated  sites 
listed  on  page  22.  The  results  of  the  research  follow. 

Research  Question  One  Results 

In  answering  research  question  one  (paragraph  1 
above) ,  a  determination  had  to  be  made  as  to  the  adequacy 
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of  the  current  PADs  in  covering  the  full  spectrum  of 
functional  areas  located  within  a  radar  squadron.  The 
organizational  chart  depicted  in  Figure  1  was  used  to 
ascertain  the  functional  areas  of  a  typical  ADCOM/ADTAC 
radar  squadron  (70:1-4).  A  check  of  the  areas  covered 
in  the  PADs  (Appendix  D)  as  related,  for  example  to  this 
organizational  chart  revealed  the  following  (4) : 


Section 

Covered  in  PAD  by 

Commander 

XPM 

Administration 

DA 

Personnel  Management 

DP 

Morale,  Welfare,  Recreation 

OP 

Operations 

DO 

Intelligence 

INX 

Logistics  Support 

LGX 

Budget 

Not  Covered 

Transportation 

LGT 

Unit  Supply 

LGS 

Food  Services 

DE 

Radar  Maintenance 

LGK 

Communica t ion s 

KR 

Medical /Dental 

SG 

Civil  Engineering 

DE 

In  all  cases,  every  squadron  function  area  was  covered  in 
the  PADs  except  for  the  budget  area.  Subsequent  investi¬ 
gation  through  the  telephone  interviews  revealed  that  there 
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does  exist  subjects  of  concern  in  this  area  which  should 
be  addressed  in  the  PADs  (see  PAD  Closure  Actions  Section — 
Budget,  page  47  of  this  thesis) (76;  82).  It  was  therefore 
determined  that  with  the  addition  of  the  Budget  area  the 
full  spectrum  of  squadron  functional  areas  would  be 
covered. 

The  telephone  interviews  also  revealed  that  the 
inclusion  of  intermediate  headquarters  agencies  (Air 
Divisions  in  ADTAC's  case)  and  the  site  commanders  greatly 
enhanced  the  planning  exercise  and  PAD  development  in  the 
areas  of  event  sequencing  and  feedback  systems  (76;  82). 

Research  Question  Two  Results 
The  information  necessary  to  answer  research  ques¬ 
tion  two  (paragraph  b)  was  gathered  in  part  by  interviewing 
key  personnel  involved  in  the  closure  process  for  the 
eleven  sites  listed  on  page  22.  These  personnel  were  con¬ 
tacted  in  an  effort  to  ascertain  what  the  contents  of  a 
closure  PAD  should  be.  A  list  of  the  personnel  contacted 
follows; 

Name  Position 

Lt  Col  Demijohn  (28)  HQ  ADTAC/XPP 

Capt  Davis  (26)  HA  ADTAC/LGX 

Lt  Hansen  (47)  HQ  ADTAC/ACM 

Lt  Wedertz  (88)  HQ  ADTAC/DO 

CMSgt  Carnes  (22)  HQ  ADTAC/DP 


Name 


CMSgt  Pruitt  (75) 
SMSgt  Rousselle  (77) 
SMSgt  Brooks  (20) 
MSgt  Andrus  (17) 

MSgt  Lea 1  (57) 

MSgt  Brownfield  (21) 
Mr.  Edmonds  (33) 

Maj  Milkevitch  (66) 
Mr.  DeWall  (30) 

Mr.  Martin  (64) 

Lt  Col  Edwards  (34) 
Lt  Col  Meyer  (65) 

Lt  Col  Ziebold  (91) 
Maj  Black  (19) 

Maj  Cleckler  (23) 

Maj  Dmochowski  (31) 
Maj  Ellis  (37) 

Maj  Hughes  (55) 

Maj  McDonough  (59) 
Maj  Nakamoto  (68) 

Maj  Zelenski  (89) 
Capt  Trithart  (85) 


Position 
HQ  ADTAC/DE 
HQ  ADTAC/LGK 
HQ  ADTAC/DA 
HQ  ADTAC/LGS 
HQ  ADTAC/SP 
HQ  ADTAC/DPC 
HQ  ADCOM/KR 
21AD/SG3 

HQ  Air  Force  Logistics 
Command  (AFLC) / LGT 

HQ  AFLC/DE 

Lockport  AFS  Commander 

Charleston  AFS  Commander 

Havre  AFS  Commander 

Fort  Meade  AFS  Commander 

Opheim  AFS  Commander 

Blaine  AFS  Commander 

Finley  AFS  Commander 

Empire  AFS  Commander 

Fortuna  AFS  Commander 

Sault  Ste.  Marie  AFS 
Commander 

Baudette  AFS  Commander 
Minot  AFS  Commander 


3 

An  ADTAC  Air  Division  medical  officer  was  inter¬ 
viewed  because  of  the  phase-out  of  the  HQ  ADCOM/ADTAC  medi¬ 
cal  office. 
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Also  used  in  the  process  of  putting  together  a  complete 
PAD  were  applicable  Air  Force  Audit  Reports  and  ADCOM 
"Lessons  Learned"  letters  (1;  24;  29;  35;  40;  60;  62;  79; 
84;  90). 

Even  though  the  following  list  of  suggested  items 
to  be  included  in  a  closure  PAD  are  based  on  ADCOM /ADT AC ' s 
experience  in  deactivating  small  geographically  separated 
long-range  radar  sites,  the  individual  action  items  may, 
in  many  cases,  be  perintent  to  any  small-size  sites  which 

4 

will  be  deactivated.  However,  it  must  be  emphasized  that 
most  small  installations  vary  in  mission,  organization, 
remoteness  and  manpower  strength.  These  action  items 
should  therefore  be  used  as  a  management  guide  and  a  check¬ 
list  of  items  to  be  considered  by  both  planners  charged 
with  developing  closure  PADs  as  well  as  the  users  having 
the  actual  responsibility  for  implementing  closure  actions. 

ADCOM  Regulation  27-1,  The  Aerospace  Defense  Com¬ 
mand  Program  System,  is  used  as  the  basis  for  PAD  develop¬ 
ment  at  HQ  ADCOM.  Under  this  regulation,  each  of  the  key 
Command  functional  areas  is  represented  on  a  standing 
committee  for  PAD  development,  and  for  the  resolution  of 

4 

Most  of  the  closure  action  items  are  from  PAD 
79-14,  Inactivation  655  RADS,  Watertown  AFS  NY,  July  1979. 
Lt  Col  Demijohn  stated  that  this  was  one  of  the  more  recent 
PADs  published  and  it  reflects  more  accurately  the  current 
conditions  existing  at  those  geographically  separated 
radar  sites  being  deactivated  (28) . 


associated  problems.  The  regulation  does  not  provide  for 
a  specific  PAD  development  format.  Instead,  past  experi¬ 
ence  has  been  the  principal  factor  used  for  developing  the 
PAD  action  items  (28) .  A  sample  PAD  checklist  is  provided 
in  Appendix  D. 

The  first  section  of  this  chapter  will  present  sug¬ 
gested  guidance  and  directions  which  should  be  addressed 
in  the  beginning  or  overview  section  of  the  closure  PAD. 
Following  this  will  be  detailed  checklists  subdivided  into 
closure  actions  which  must  be  accomplished  by  each  office 
of  primary  responsibility  (OPR)  such  as  supply,  civil 
engineering  and  maintenance.  Unless  otherwise  stated,  all 
OPRs  will  be  those  located  at  the  site  being  closed. 

Each  action  item  is  listed  in  the  order  in  which  the  action 
should  be  initiated.  For  example,  item  one,  under  unit 
supply,  would  normally  be  started  before  item  two.  Those 
action  items  which  can  be  started  simultaneously  are 
indicated  by  the  same  first  digit,  but  a  different  alpha 
designator  (e.g.,  1A,  IB  and  1C).  In  most  cases,  earlier 
listed  items  should  be  completed  prior  to  latter  listed 
items. ^  The  amount  of  time  to  complete  various  items  will 
vary  with  the  individual  situation  such  as  the  total  time 
allotted  to  the  site  for  deactivation. 

5A1so,  some  items  will  be  continual  throughout  the 
closure  process  such  as  increasing  security  measures  to 
prevent  theft. 
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PAD  Overview  Section 

In  the  front  of  all  ADCOM  PADs  is  an  overview  sec¬ 
tion  containing  general  information  pertinent  to  all  parties 
involved  in  the  closure  process.  Information  contained 
in  the  overview  section  of  the  proposed  PAD  should  include 
the  following  (4:1-7): 

1.  The  dates  of  operations  cessation  and  site 
inactivation.  Also,  the  date  for  the  activation  of  the 
caretaker  force  along  with  the  unit  designation  of  the 
caretaker  force. 

2.  Special  instructions  for  large  size  equipment 
removal  (e.g.,  diesel  engines)  and  reference  to  a  schedule 
(Facility  Closure  Plan)  for  preparing  buildings  for  long¬ 
term  storage  (pickling) . 

3.  Operations  security  consideration. 

4.  Reference  to  applicable  environment  impact 

studies. 

5.  Date  for  termination  of  normal  staff  reports. 

6.  Notice  that  Headquarters  Air  Force  Commissary 
Service  (HQ  AFCOMS)  will  prepare  a  detailed  PAD  for 
closing  the  commissary. 

7.  Authority  to  close  the  dining  hall  at  an 
earlier  date  if  personnel  having  meal  cards  are  transferred 
out. 

8.  The  responsible  agency  for  second  destination 
transportation  funding  (transportation  funding  from  the 
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host  support  base  to  the  final  destination  for  all  materiel 
being  redistributed) . 

9.  A  reminder  of  the  need  for  increased  safety 
practices  during  the  inactivation  period. 

10.  For  each  MAJCOM  office  which  is  an  OPR  for 
the  PAD,  the  name  of  the  Project  Officer  (s)  and  his/her 
telephone  extension.  Also,  after  the  name  of  each  OPR 
should  be  a  general  discussion  of  some  of  their  primary 
duties  or  items  which  they  should  consider.  Two  examples 
are : 

a.  The  Deputy  Chief  of  Staff  (DCS) /Logistics 
Personnel  will  "resolve  logistics  problems  which  are 
beyond  the  capability  of  the  unit  to  resolve  [7:3]." 

b.  The  DCS /Personnel  Office  will  "provide 
personnel  guidance  and  criteria  for  selection  and  assign¬ 
ment,  separation,  or  retirement  of  personnel  [7:4]." 

11.  Reporting  instructions.  Specifically,  ADCOM/ 
ADTAC  units  are  tasked  to  report  the  status  of  action 
items  for  which  they  are  responsible  to  HQ  ADCOM  DCS/ 

Plans  and  Programs  using  ADCOM  Form  193  on  the  first  and 
sixteenth  day  of  each  month  in  accordance  with  (LAW) 

ADCOM  27-1  (see  Appendix  E  for  sample  ADCOM  Form  193) 

(4:7)  . 

The  following  suggestions,  not  presently  included 
in  ADCOM  PADS,  were  obtained  through  personal  interviews 
conducted  utilizing  the  questionnaire  formats  contained 
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in  Appendices  A  and  C.®  The  interviewees  thought  that  these 
items  should  be  listed  in  the  overview  section  of  a  deactiva 
tion  PAD.  It  is  emphasized  though  that  these  suggestions 
are  simply  being  reported  and  are  not  necessarily  endorsed 
by  the  authors  of  this  thesis.  It  will  be  up  to  the  reader 
to  judge  the  validity  of  the  comments  listed  below. 

1.  The  deactivating  unit  commander,  himself, 
along  with  the  appropriate  intermediate  headquarters  should 
be  fully  involved  in  the  development  of  the  PAD.  Also, 
host  base  personnel  should  be  encouraged  to  visit  the  site. 
This  would  enhance  coordination  and,  most  importantly, 
bring  to  management ' s  attention  at  an  early  date  any  unique 
problems  which  must  be  addressed. 

2.  There  should  be  a  general  (very  broad)  para¬ 
graph,  section,  or  chart  highlighting  those  key  events 
that  will  occur  along  with  the  associated  interdependen¬ 
cies.  This  would  provide  management  with  a  clearer  picture 
of  the  overall  closure  process  and  possibly  bring  to  light 
any  serious  shortcomings  in  planning.  As  explained  above, 
each  functional  area  develops  their  own  portion  of  the  PAD 
and  it  is  difficult  to  tell  if  there  is  any  interrelatedness 
for  example,  between  a  civil  engineering  action  item  and  a 
supply  item.  Further,  the  complaint  arose  that  within 

a  single  functional  area  of  the  PAD  (e.g.,  the  Civil 

^References  as  to  contributors  have  been  excluded 
because  of  prior  agreement. 


Engineering  Section  which  in  turn  is  subdivided  into 
housing,  civil  engineering,  dining  hall,  etc.)  action 
items  were  commingled  thereby  making  it  difficult  to  follow 
the  complete  closure  process.  To  overcome  these  problems, 
one  of  the  site  commanders  developed  his  own  Program 
Evaluation  and  Review  Technique  (PERT)  chart  while  several 
others  developed  charts  showing  such  items  as  personnel 
data  (e.g.,  general  and  specific  skills,  assignment  date, 
effectiveness  report  status,  decoration  inputs,  and 
scheduled  departure  dates)  or  PAD  action  completion  status. 
For  the  reader's  convenience,  a  sample  process  chart  for 
a  small  unit  deactivation  is  outlined  in  Appendix  F.  The 
reader  is  cautioned  again  that  this  flowchart  is  meant 
to  be  only  a  general  model  and  that  the  specific  inter¬ 
actions  and  dependencies  for  a  particular  site  would 
probably  vary  and  should  be  described  in  more  detail  by 
drawing  a  PERT  network. 

3.  All  affected  agencies  should  be  tasked  to 
develop  their  own  internal  plans  for  supporting  the  closure 
PAD.  The  PAD  cannot  address  all  of  the  problems  or  in  the 
detail  needed.  Advance  planning  is  necessary  to  minimize 
the  possibility  of  not  completing  all  the  milestones. 

4.  A  short  checklist  could  be  helpful  for  remind¬ 
ing  the  site  commander  of  important  items  peculiar  to  his/ 
her  closure.  For  example, 


a.  How  many  buildings  will  be  open  and  tele¬ 
phones  available  within  thirty  days  of  closure? 

b.  What  is  the  current  status  of  the  opera¬ 
tions  and  maintenance  budget? 

5.  Explicit  instructions  should  be  provided  for 
distributing  closure  status  reports  to  all  affected 
parties,  both  up  and  down  the  chain  of  command  and  later¬ 
ally  to  outside  agencies,  as  applicable.  For  example,  the 
PADs  stated  that  the  action  item  OPRs  would  forward  status 
reports  from  the  deactivating  unit  to  MAJCOM;  however. 
Command  OPRs  were  under  no  obligation  to  tell  the  closing 
unit  that  a  MAJCOM  action  item  was  completed  (5:8;  7:7). 
This  greatly  weakened  the  effort  to  coordinate  the  phase- 
down  effort  and  in  some  cases  the  site  commanders  were 
operating  under  the  erroneous  belief  that  the  Command  OPR 
had  completed  an  action  item  when  in  fact  they  had  not. 

6.  The  site  commander  should  be  tasked  to  provide 
concurrently  with  his/her  semiannual  phase-down  status 
report  (submission  of  the  ADCOM  Form  193)  a  "lessons 
learned"  letter.  This  would  enable  problems  and  sugges¬ 
tions  to  be  identified  at  the  earliest  possible  time  and  to 
allow  for  recording  before  they  become  forgotten.  In  turn, 
the  Command  would  have  an  early  opportunity  to  disseminate 
these  to  other  units,  as  required. 

7.  The  Commander  should  give  site  personnel  a 
special  briefing  on  the  provisions  of  AFR  67-10, 


Responsibility  for  Management  of  Public  Property  in  Posses¬ 
sion  of  the  Air  Force.  During  this  phase-down  period, 
there  could  be  an  increased  tendency  of  some  site  personnel 
to  misappropriate  or  misuse  government  property.  Thus,  a 
special  warning  to  all  personnel  at  an  early  date  could 
prevent  problems  later  on. 

8.  The  unit  commander  should  be  encouraged  to  work 
with  Personnel  in  effecting  the  early  transfer  of  single 
airmen.  This  may  then  enable  the  early  closing  of  bar¬ 
racks  and  the  dining  hall  along  with  a  lessening  of  poten¬ 
tial  discipline  problems.  Concerning  the  early  closure  of 
the  site's  dining  hall,  an  Air  Force  Audit  Agency  Report 

in  its  investigation  of  ADCOM*  s  management  of  radar  site 
closings  stated 

.  .  .  that  significant  cost  savings  may  be  realized 
if  these  dining  halls  could  be  closed  at  these  earlier 
dates.  However,  the  feasibility  of  implementing 
these  earlier  dining  hall  closing  dates  will  vary  from 
site  to  site  .  .  .  and  depend  on  the  .  .  .  remoteness 
of  the  site,  the  makeup  of  the  work  force,  the  impact 
on  morale,  and  the  impact  on  other  closure  aspects 
.  .  .  [84:1]. 

9.  Guidance  should  be  provided  on  how  the  build¬ 
ings  and  the  property  which  will  be  remaining  at  the  site 
will  be  protected  from  deterioration  (e.g.,  what  regula¬ 
tions  should  be  followed) .  How  should  other  structures 
such  as  fuel  tanks  be  protected?  As  importantly,  what  are 
the  general  maintenance  responsibilities  expected  from 
the  caretaker  force;  e.g.,  do  they  do  extensive  preventive 
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maintenance  or  just  cut  the  grass  and  replace  broken 
windows,  etc? 

10.  Specific  information  should  be  presented  as 
to  how,  when,  and  who  will  be  responsible  for  terminating 
contracts.  Also,  instructions  for  terminating  government 
housing  leases  along  with  any  available  guidance  for  the 
disposition  of  base  housing  should  be  provided. 

11.  A  section  should  be  provided  on  how  the 
overall  disposition  of  supplies  and  equipment  will  be 
handled  by  answering  such  questions  as  when  and  who  will 
be  determining  disposition.  This  should  be  accomplished 
by  category  of  supply  assets  (e.g.,  bench  stock,  account¬ 
able  equipment,  etc.)  Other  questions  that  should  be 
addressed  are  the  site's  responsibilities  for  dismantling 
mission  equipment;  and  who  will  provide  packing  and  crating, 
and  transportation  support.7  In  many  cases,  it  was  claimed 
that  disposition  instructions  were  late,  vague,  or  con¬ 
stantly  changing,  causing  confusion  at  site  level.  A 

1979  Air  Force  Audit  Agency  Report  confirmed  that  "redis¬ 
tribution  orders  .  .  .  for  assets  .  .  .  were  not  being 
sent  to  the  radar  sites  on  a  timely  basis  [29:10]." 

7Possibly  an  Air  Force  Logistics  Command  Rapid 
Area  Distribution  Support  team  should  be  requested  to  do 
the  packing  and  crating  IAW  AFM  67-1,  Volume  I,  Chapter  I. 
Also,  the  PAD  should  state  where  materiel  will  be  stored 
and  if  the  site  closure  will  result  in  a  significant 
reduction  of  logistics  airlift  requirements  (30). 
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Detailed  PAD  Checklists  by 
Functional  Area 

Tables  1  through  13  contain  a  total  of  185  detailed 
action  items  which  should  be  considered  as  the  baseline 
figure  as  to  how  many  entries  should  be  included  in  an 
ADCOM  radar  site  closure  PAD. 


Research  Question  Three  Results 
The  PADs  for  the  deactivated  radar  site  listed  on 
page  22  were  obtained  from  the  Air  Force  Audit  Agency, 
Peterson  AFB ,  Colorado  80914.  Each  of  these  PADs  was 
compared  to  the  proposed  PAD  Closure  Actions  Checklist 
which  is  presented  in  this  chapter.  Any  action  item  in  the 
proposed  checklist  which  did  not  appear  in  the  PAD  of  the 

Q 

deactivated  radar  site  was  recorded  as  an  omission. 

The  purpose  of  doing  this  was  twofold.  First,  the  number 
of  omissions  at  each  site  is  an  indication  of  the  complete¬ 
ness  of  planning  which  went  into  each  of  the  PADs.  Second, 
an  attempt  was  made  to  determine  if  the  quality  (complete¬ 
ness)  of  closure  planning  has  improved  over  time  since  the 
Antigo  AFS  PAD  was  published  in  March  1977.  No  attempt 
is  made  in  this  thesis  to  distinguish  between  the  relative 
importance  or  adverse  impact  of  each  omission.  For  example, 
twenty  omissions  for  Baudette  AFS  could  represent  a 

0 

Omissions  pertaining  to  the  introduction /overview 
portion  of  the  PAD  are  not  counted  in  these  totals.  In 
virtually  every  instance,  the  additional  suggestions  pre¬ 
sented  earlier  for  inclusion  in  the  opening  paragraphs  of 
the  PADs  are  missing  from  all  eleven  PADs  studied. 
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Send  to  Command  Special  Services  all  COM  Host  Base 

cash  in  excess  of  current  liabilities  by  SS  and 

check,  and  all  UWF  cash  in  excess  of  current  SS/UWFC 
liabilities  by  check  made  payable  to  the 
Command  Welfare  Fund. 
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♦Unless  otherwise  indicated,  closure  actions  are  from  PAD  79-14,  Inactivation 
55  RADS,  Watertown  AFS,  NY,  July  1979.  These  items  are  valid  for  small  radar  site 
losings  according  to  HQ  ADTAC/LGS  (17). 
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♦Unless  otherwise  indicated,  closure  actions  are  from  PAD  79-14,  Inactivation 
655  RADS,  Watertown  AFS,  NY,  July  1979.  These  items  are  valid  for  small  radar  site 
closings  according  to  HQ  ADTAC/DE  (75) . 
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‘Unless  otherwise  indicated,  closure  actions  are  from  PAD  79-14,  Inactivation 
655  RADS,  Watertown  AFS,  NY,  July  1979.  These  items  are  valid  for  small  radar  site 
closings  according  to  HQ  ADTAC/SP  (57) . 


TABLE  11 — Continued 


a) 

o 

i-4 

50 

-50 

c 

1 

| 

CN 

a) 

I" 

CN 

| 

CN 

54 

<D 

44 

VO 

rH 

r^ 

rH 

S 

2 

« 

s 

0) 

h 

Cm 

Cm 

Cm 

OS 

< 

< 

< 

< 

u 

e 

o 

54  O' 

•a 

44 

O  C 

0) 

64  -H 

54 

•a  oi 

3 

0) 

C  rH 

Q  05 

44 

3  <D 

a  05 

05  C 

c 

'  -H 

■H  O 

3  C 

Ov-H 

54  3 

oi  a) 

<U  44 

<0  45 

e  45 

K  3 

i  ° 

G  44 

43 

fo 

O 

Cm  -h 

O  >i 

>*H  >, 

<C  54 

rH 

43 

W  44 

c  a 

C 

D  05 

o  a 

O  3 

■H 

-H  3 

•H  3 

-  Q 

44  05 

44  C 

VO 

3 

3  -H 

VO  01 

54  O 

O  3 

c 

44  44 

•H  44 

05  0 

05 

44  C 

6  -H 

•H  44 

•H  H 

54  44 

o>  c 

44  3 

O  3 

V  <U 

C  6 

&4  U 

06  g 

a> 

•H 

Or 

3 

Cm  rH 

■3  -H  • 

H  M 

•H  • 

<  43 

<8  O*  O 
(U  -H 
05  4-1 

oi  o>  3 

<0  C  43 

41  54 
C  (8  44 

u  c  m 

3  -H  -H 

+)  Stl 


43  m 

r* 

>,1-4  • 

0  r-»  >1 

u  o 

4J  »  C 
05  Cl,  01 
0>  <  O' 
Q  CN  3 


3 

3  O, 

o 

05  O 
3  44 

§  -  05 
«  rH 
C  iH  a) 
M  0  C 
3  -H  C 
4J  45  3 
<D  (1)  45 
«  >  O 


3  -t-i  a) 

4  45  01  o 

0-4  U 
3  3  05  O 

:  01  C0  144 
3  3 

>M  54 
J  HI 
J  <u  .* 
3  01  c  3 

5  0)  4-1 

■HQ,® 

)  O  O  U 
-  C  1-4  3 
)  CD  oi  u 

O'  > 

:  3  ai  oi 
)  3  jC 

)  44  44 

:  C  54 
I  V  O  54 

§o 

*  44 
U  05 

I  54  44  01 
I  0  05  44 
!  44  -H  fi 
I  C  X  <V 
;  <U  3  g 


ADMINISTRATION 


•a  » 
c  to 
p  <a  • 
y  o  m 
p  ac  »  c  •  • 
■O  O  US'  OftO 

a)  MM  P  I  -rl 


o 

•H  <31 

rH 

in 

P  P 

| 

CN 

CN 

i 

3  -H 

1 

1 

CN 

>  01 

vo 

r- 

r- 

rH 

•H 

P  P 

S 

05 

cr; 

2 

O  fl 

fa 

Cm 

fa 

fa 

fl  T3 

< 

C 

< 

< 

C  <0 
H  P 

P 

0) 

in 

p 

O' EH 

03 

p 

y  o 

y 

y 

•H 

W 

p 

00 

a 

C 

C 

fl 

01 

P  **H 

p 

x: 

3 

• 

<0 

> 

•»H 

03 

0 

u 

c 

y  p 

3 

Eh 

cro 

y 

os 

*H 

P 

U 

•H 

■H 

o 

4H  o 

01 

y 

• 

w 

P 

fl 

•H 

P 

rH 

• 

•H 

y  3 

o 

p 

Eh 

ai 

< 

y 

P 

c 

y 

X! 

>1 

P 

p  p 

rH 

• 

• 

x: 

3 

U 

0 

3 

3 

r—4 

U 

p 

U 

<T\ 

C  T3 

p 

y 

c 

p 

P 

a  a 

3 

flj  01 

r- 

O 

0 

C 

X3 

H 

-a 

p 

P 

a 

P 

c  y 

<j\ 

CN 

•H 

fl 

p 

1 

c 

O 

01 

p 

3 

P 

fl  T> 

T3 

H 

p 

O  13 

0] 

y 

y 

c 

0 

03 

in 

y 

■H 

>w 

rH 

c 

O' 

r—i 

■r| 

p 

c 

C  P 

p 

01 

cn 

3 

0 

y 

MM 

•H 

O  O 

<a 

rH 

Q 

•H 

H 

*0 

O 

•H 

c 

i 

C 

p 

0 

-H  MM 

y 

3 

3 

<0 

c 

3 

p 

•H 

03 

0  • 

c 

c 

P 

•H 

•fl 

U 

cr  3 

a 

3 

M 

C 

•H  01 

3 

y 

0 

fl  y 

T> 

< 

y 

c 

01 

rH 

U 

0 

p  y 

O 

u 

•rH 

P  rH 

c 

% 

Eh 

P 

fl 

m 

y 

rH 

fl 

•H 

•H  X 

y 

p 

p 

C  XI 

•H 

>H 

q 

e 

01 

rH 

3 

ap 

ai  o 

y 

3 

•H 

y  -h 

z 

2 

•a 

y 

04  4J 

fl 

0  XI 

a 

0 

01  • 

g  O' 

y 

(0  to  0  fl  G  <D  -H 
C  P  X  M  U  C 

<u  o  aw  c  3 

C  -h  <u  n!  S  • 

•h  p  ai  >  c  1- 

g  fl  P  •  H  51  0  H 

Br<  3  5UJ4J  OH 

y  3  01  y  y  C 

p  tro  p 

®  ojh  o  c  fl  cn 

a  B  OIHHS  in- 


oi  -  O 
■H  <fl  X 

s  w 
p  <  o 
y  p 

x:  c 

P  3  O' 

o  o  c 

P  -H 
01  P  TJ 
C/3  ID  M 
fl  P  O 
H  (5  O 

c  s  y 
d  <o 

•*  ■> 

CO  01 


MEDICAL  DISPENSARY 


o 


K  n  os 

fa  C  fa 
<  <0  < 


03 

a 

•H 

0 

T3 

X 

0  u 

M 

o 

S  w 

0 

•H 

T3 

T3 

T3 

a) 

C  O 

c 

£ 

to  y 

o 

H 

(0  ft  U 
g  iiw 

g  4-1 

oca 

U  H  S 


m 

Q)  rH 

CO  to 

co 

E  cn  X 

C  E 

ia  co 

M  C  O 

o  o 

X  T3 

• 

0  -H  X 

•H  X 

Sm 

o  o 

co 

X  Tf  -H 

X  -H 

r-! 

X 

0 

0 

T!  -H  3  O 

o 

o  o 

X 

•H  *0 

X  X 

■H 

C  C  X  CO  > 

(0  o 

c  E 

X  *H 

to 

o 

(0  3  0  0  0 

CO 

C  X 

X 

•H  >< 

XX 

c 

C  -H 

o  o 

O  X 

c 

O 

x  X 

0 

>i  X  -H  X  C 

M  X 

in  i 

o 

O  X 

(C 

o> 

MO  -HO 

3  eh 

M  X 

a 

X  o 

X 

<0 

(0  -  >  X 

CO 

O  M 

u 

c  c 

X  O  co  -H  s 

o 

fa  O 

X 

X  *H 

o  o  x 

■H  CO  O  X 

rH  • 

a 

0 

to  TJ 

E 

c 

X  3  -H  O  to 

O 

c 

O  O 

O.T3 

0 

•H  X  «  O 

r-* 

(0  X  . 

X 

•H  2 

•H  O 

E 

g  o  -H  o 

*  a> 

■HOC 

c 

-a 

X  I 

c 

X  x  C  -H 

T5  rH 

x  nj 

0 

0  X 

CO  M 

M 

M  X  -H  o  > 

<D 

•H  C  -H 

§ 

E  o 

0 

0 

0  O  -H  M 

•p  >1 

>  O  O 

X 

o  x 

> 

X  O'  (0  X  o 

(t3  fH 

>H  X  *H 

CO 

O  X 

X  M 

0 

cm  men 

o  3 

u  x  to 

•H 

in  c 

0 

O' 

0>-H  M 

•H  ^ 

(0  >1 
OCX 
10'H  ft 

2  P 
x  M  o 
0)  0 
XXX 


0  M 
•H  0  O 
MMX 

a  to  x 

o 

x  in 
mco 
x  o  x 

X  X 


CTJH4JJ5 
X  M  (0  CO  X 

X  (TJ  U  *H  H 

O  CP-H  C  <0 

to  <u  *o  x  a) 

c  m  a)  e  as 


y  x  »  x 
C  m  in  ih 


CO 

X  0 

o 

c 

X 

o 

0 

0 

c 

X 

>1  0 

to  g 

>1  CO 

0 

0 

u 

0 

-o  <0 

u 

(0 

3 

X  o 

rH 

0  X 

X 

•H 

•H 

M 

o 

a 

•H 

c 

*H 

M 

fa 

•H  *H 

•H 

3  (0 

■H 

X 

3 

a  a 

> 

o 

> 

0 

+J  4-1 

> 

O’  O 

X 

to 

CO 

03 

•H 

0 

a 

M 

X 

T3 

0  44 

•H 

0  M 

0 

X 

X 

c 

c 

.c 

M 

0 

0 

o 

c 

2  O 

CJ 

a  tn 

z 

0 

w 

H 

•H 

03 

fa 

T3 

CO 

> 

(0 

•hoin 

S^O 


O  O  C 
X  X 
CO  M  T3 
to  0)  M 
OXO 


in 


sButso 


AD-A087  22<» 

unclassified 
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potential  loss  to  the  Air  Force  of  $1,000  while  one  omis¬ 
sion  at  St.  Albans  AFS  could  represent  a  possible  loss  of 
$50,000.  The  results  are  summarized  in  Table  14. 

The  specific  omissions  for  each  site  are  listed 
in  Table  15.  They  are  identified  by  the  "Sequence  Number" 
listed  in  the  PAD  Closure  Actions  portion  of  this  chapter. 
Each  omission  is  grouped  under  the  number  of  site  PADs 
which  did  not  contain  that  particular  action  item.  This 
way,  the  same  omissions  from  site  to  site  can  be  easily 
seen. 

A  summary  of  the  omissions  for  each  site  is  depicted 
in  the  histogram  shown  in  Figure  2. 

The  findings  indicate  that  the  value  of  the  plan¬ 
ning  variable  (the  completeness  factor)  does  in  fact  change 
over  time.  However,  there  is  not  a  significant  difference 
in  the  number  of  omissions  in  each  PAD  (as  compared  to 
each  other  PAD).  Additionally,  there  is  no  significant 
trend  in  the  completeness  of  planning  as  it  changes  over 
time.  This  information  will  be  used  to  analyze  the  research 
proposition  in  the  next  chapter. 
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RADAR  SITE  PAD  OMISSIONS 


SPECIFIC  PAD  OMISSIONS 


TABLE  15 — Continued 


Minot,  Baudette,  and  MWR  Activities — 3H 


TABLE  15 — Continued 


Histogram  of  Omissions 
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Summary 

This  chapter  presented  suggestions  as  to  what 
information  should  be  included  in  a  small  unit  deactivation 
PAD.  Most  of  the  suggested  inputs  were  obtained  from  past 
ADCOM  deactivation  PADS ,  former  ADCOM  radar  site  com¬ 
manders,  Lessons  Learned  Letters,  and  Air  Force  Audit 
Reports.  Based  on  a  comparison  between  this  suggested  PAD 
and  the  number  of  omissions  documented  in  the  PADs  of  those 
ADCOM  LRR  sites  selected  for  this  study,  there  is  an  indica¬ 
tion  that  the  thoroughness  of  planning  for  these  closures 
has  not  been  complete. 
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CHAPTER  IV 


RADAR  SITE  CLOSURE  EFFECTIVENESS 

Introduction 

This  chapter  contains  a  discussion  of  the  findings 
relative  to  research  objective  two.  The  purpose  of  this 
objective  was  to  determine  the  effectiveness  of  the  closure 
process  for  each  of  the  radar  sites  analyzed  in  research 
objective  one.  This  was  accomplished  by  investigating  the 
following  research  questions: 

1.  What  objectives  constitute  an  effective  closure 

2.  What  is  the  degree  of  agreement  between  head¬ 
quarters  personnel  and  site  commanders  as  to  what  consti¬ 
tutes  an  effective  closure? 

Additionally,  this  chapter  investigates  possible 
associations  between  selected  measurements  for  complete 
planning  and  for  the  objectives  of  an  effective  closure. 

Research  Question  Four  Results 

Before  a  determination  could  be  made  as  to  the 
effectiveness  of  the  closure  processes  for  the  radar  sites 
in  this  study,  research  question  four  (What  objectives  con¬ 
stitute  an  effective  closure?)  had  to  be  investigated.  The 
purpose  of  this  question  was  twofold.  First,  an  attempt 
was  made  to  get  some  idea  of  what  the  personnel  who  are 
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actually  involved  in  the  closure  process  are  using  as  key 
objectives  in  deactivating  the  sites.  Second,  the  respon¬ 
ses  formed  a  basis  for  investigating  specific  mechanisms 
in  which  the  effectiveness  of  the  closures  might  be 
measured. 

As  explained  in  Chapter  II,  page  22,  only  personnel 
actively  involved  in  the  planning  and  actual  closure  pro¬ 
cesses  were  contacted.  The  list  of  personnel  contacted 
follows : 


Personnel  Contacted 

Position 

Lt  Col  Thomas  (83) 

HQ/USAF 

Maj  Lee  (58) 

HQ 

USAF 

Col  Ravetti  (76) 

HQ 

ADCOM/AC 

Lt  Col  Demijohn  (28) 

HQ 

ADTAC/XPP 

Lt  Col  Hester  (51) 

HQ 

ADTAC/LGS 

Mr.  Holland  (52) 

HQ 

ADTAC/DEE 

Capt  Petrie  (73) 

20 

AD/LGS 

No  response 

21 

AD /LG 

Lt  Col  Dahle-Melsaether  (25) 

23 

AD /LG 

Col.  Russell  (78) 

24 

AD /LG 

Mr.  Pierce  (74) 

25 

AD /LG 

No  response 

26 

AD /LG 

No  response 

20 

AD/ACB 

No  response 

21 

AD/ACB 

Mrs.  Thielke  (82) 

23 

AD/ACB 

Mr.  Godfrey  (46) 

24 

AD/ACB 
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Personnel  Contacted 


Position 


No  response 

25  AD/ACB 

Mrs.  Davis  (27) 

26  AD/ACB 

Lt  Col  Edwards  (34) 

Commander , 

Lockport  AFS 

Lt  Col  Meyer  (65) 

Commander, 

Charleston  AFS 

Lt  Col  Ziebold  (91) 

Commander, 

Havre  AFS 

Maj  Cleckler  (23) 

Commander, 

Opheim  AFS 

Maj  Dmochowski  (31) 

Commander, 

Blaine  AFS 

Maj  Ellis  (37) 

Commandder 

,  Finley  AFS 

Maj  Hughes  (55) 

Commander , 

Finland  AFS 

Maj  McDonough  (59) 

Commander , 

Fortuna  AFS 

Maj  Nakamoto  (68) 

Commander , 
Marie  AFS 

Sault  Ste. 

Maj  Zelenski  (89) 

Commander , 

Baudette  AFS 

Capt  Ford  (42) 

Commander , 

Watertown  AFS 

Capt  Trithart  (85) 

Commander , 

Minot  AFS 

No  response 

Commander, 

St.  Albans  AFS 

This  list  of  interviewees  provided  13  headquarters  personnel 
and  12  site  commanders. 

As  explained  in  Chapter  II,  the  telephone  inter- 

9 

view  instrument  {Appendix  C)  was  used  to  elicit  responses. 
There  are  two  important  points  about  the  following  list  of 
replies  that  the  reader  must  keep  in  mind.  First,  many 

9 

For  this  section  of  the  research,  only  question  3a. 
of  Appendix  A  was  of  interest.  The  other  questions  related 
to  other  parts  of  this  thesis  or  were  used  to  gather  recom¬ 
mendations. 


of  the  responses  to  the  question  were  similar  in  nature, 
but  not  necessarily  exact.  The  categories  presented  below 
represent  a  consolidation  of  the  replies  which  summarizes 
the  particular  point  to  be  made.  Second,  some  of  the 
replies  give  conflicting  advice  and/or  opinions.  No 
attempt  was  made  to  segregate  these  from  the  list.  These 
responses  are  not  necessarily  endorsed  by  the  authors  of 
this  thesis.  Particularly,  many  of  the  suggested  measure¬ 
ments  are  not  specific  enough  to  be  defined  operationally 
nor  relate  to  the  objective  they  purport  to  measure. 

Responses  to  question  3a.  of  Appendix  C  appear 
below.  After  each  objective  is  listed  the  consolidation 
of  the  replies  which  summarizes  the  particular  point  to  be 
made;  total  number  of  respondents  in  each  category  (head¬ 
quarters  personnel  and  commanders) ;  an  overall  analysis  of 
the  response  totals;  and  a  list  of  the  suggested  measure¬ 
ments  obtained  from  answers  to  question  3b.  of  Appendix  C. 

1.  Objective  1 :  Close  the  site  within  budgetary 
constraints. 

a.  Related  responses  were: 

(1)  If  the  closure  is  primarily  initiated 
for  economic  reasons,  then  the  overriding  objective  is  to 
save  money. 

(2)  Minimize  total  costs. 

b.  Headquarters  personnel  responses:  4  out 
of  13  or  31  percent. 
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c.  Commander's  responses:  3  out  of  12  or 

25  percent. 

d.  Overall  responses:  7  out  of  12  or  25  percent 

e.  Suggested  measurements: 

(1)  Comparing  the  cost  of  closure  to  the 
budgeted  amount.  This  could  be  accomplished  by  a  financial 
closure  plan  which  accurately  measures  monies  spent  during 
important  milestone  dates. 

(2)  For  the  deactivation  of  large  Air  Force 
installations  (e.g.,  Craig  and  Webb  AFSs) ,  the  cost  account¬ 
ing  personnel  at  HQ  USAF  measure  the  actual  cost  of  the 
closure.  However,  for  small  installations  (e.g.,  the  ADCOM 
sites  closing  under  JSS) ,  HQ  USAF  only  calculates  predic¬ 
tive  savings;  e.g.,  how  much  money  the  Air  Force  will  save 
annually  by  deactivating  a  particular  site. 

2.  Objective  2:  Redistribute  the  site's  materiel 
assets  in  a  timely  manner. 

a.  A  related  response  was  maximizing  the 
reuse  potential  of  the  site's  assets. 

b.  Headquarters  personnel  responses:  8  out 
of  13  or  62  percent. 

c.  Commander's  responses:  11  out  of  12  or 

92  percent. 

d.  Overall  responses:  19  out  of  25  or  76 


percent 
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e.  Suggested  measurement:  The  timely  redis¬ 
tribution  of  supplies  and  equipment.  Are  many  supplies 
being  left  behind  at  the  site  because  of  lack  of  guidance 
from  government  planners  both  within  the  Department  of 
Defense  and  the  Office  of  Economic  Adjustment? 

3.  Objective  3:  Effectively  employ  remaining  per¬ 
sonnel  while  transferring  excess  personnel  in  a  timely 
manner . 


a.  A  related  response  was  if  the  closure  is 
mainly  due  to  mission  or  technological  change,  then  the 
most  important  objective  is  to  shift  manpower. 

b.  Headquarters  personnel  responses:  8  out 
of  13  or  62  percent. 

c.  Commander's  responses:  10  out  of  12  or 

83  percent. 

d.  Overall  responses:  18  out  of  25  or  72 

percent. 

e.  Suggested  measurements: 

(1)  The  timely  reassignment  of  personnel 
and  the  effective  utilization  of  remaining  personnel. 

(2)  The  satisfaction  of  personnel  with 
their  assignments  and  the  overall  morale  of  the  unit. 

4.  Objective  4:  Meet  the  overall  closure  date 
and  accomplish  individual  PAD  actions  by  the  appropriate  J 

suspense  dates. 
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a.  Related  responses  were: 

(1)  Having  an  orderly  deactivation  with 
minimum  of  turbulence . 

(2)  Closing  buildings,  and  terminating 
functions  and  utilities  on  time. 

b.  Headquarters  personnel  responses:  9  out 
of  13  or  69  percent. 

c.  Commander's  responses:  7  out  of  12  or 

58  percent. 

d.  Overall  responses:  16  out  of  25  or  64 

percent. 

e.  Suggested  measurement:  Completing  on  time 
and  IAW  the  individual  actions  specified  in  the  PAD  and 
outlined  in  Air  Force  directives.  Milestone  dates  con¬ 
cerning  such  things  as  personnel,  equipment  removal  and 
building  closures  could  be  tracked  by  a  PERT  chart,  bar- 
graph  and  status  derived  from  ADCOM  Forms  193. 

5.  Objective  5:  Achieve  an  orderly  transition  of 
the  site  to  the  gaining  agency: 

a.  Related  responses  were: 

(1)  Minimize  adverse  impacts  on  the  local 

community. 

(2)  Hiring  an  adequate  caretaker  force. 

(3)  Establishing  a  close  and  good  rela¬ 
tionship  with  the  agency  which  will  assume  responsibility 
for  the  deactivated  site.  For  example,  there  should  be 


close  coordination  with  GSA  and  the  Office  of  Economic 
Adjustment  on  the  follow-on  usage  of  the  site's  buildings 
and  equipment. 

(4)  Transferring  the  site  to  new  uses  or 
owners  should  be  accomplished  in  a  timely  manner. 

(5)  Establish  a  special  telephone  number 
for  use  by  the  local  populace  for  asking  questions  and 
receiving  responsive  answers. 

b.  Headquarters  personnel  responses:  3  out 
of  13  or  23  percent. 

c.  Commander's  responses:  3  out  of  12  or 

25  percent. 

d.  Overall  responses:  6  out  of  25  or  24 

percent. 

e.  Suggested  measurement:  The  condition  of 
closed  down  facilities  and  stored  equipment  and  supplies. 

6.  Objective  6:  Insure  that  advanced  planning  is 
thoroughly  accomplished: 

a.  Related  responses  were: 

(1)  The  quality  of  advanced  planning 
(e.g.,  the  thoroughness  of  contingency  planning,  personnel 
phasing,  and  the  development  of  realistic  milestone 
charts) .  Were  advance  surveys  conducted  and  were  they 
effective  in  identifying  and  resolving  problems? 
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(2)  Deactivating  the  site  when  the  effects 
of  bad  weather  can  be  minimized  (e.g.,  do  not  close 
northern  tier  sites  in  the  winter) . 

b.  Headquarters  personnel  responses:  4  out 
of  13  or  31  percent. 

c.  Commander's  responses:  2  out  of  12  or 

17  percent. 

d.  Overall  responses:  6  out  of  25  or  24 

percent. 

e.  Suggested  measurements: 

(1)  The  ability  to  resolve  problems  at  the 
lowest  possible  level. 

(2)  The  quality  of  management — did  the 
closure  occur  "in  spite  of  management?" 

(3)  The  judicious  and  timely  phase-out  of 
service  activities  thereby  minimizing  morale  problems 
which  could  arise  because  of  too  early  a  closure  date. 

(4)  The  amount  and  type  of  problems  faced 
by  closure  committees  both  at  site  and  higher  headquarter 
levels. 

(5)  Opinions  by  higher  headquarters  per¬ 
sonnel  as  to  how  the  closure  is  progressing. 

7.  Objective  7:  Maintain  mission  effectiveness 
until  operations  are  terminated. 

a.  Related  responses  were: 


(1)  Providing  the  site  with  adequate 
manning  and  assets. 

(2)  Insuring  that  site  activities  such 

as  quarters  and  messing  are  utilized  to  the  maximum  extent 
in  support  of  remaining  personnel  and  equipment  removal 
teams. 

b.  Headquarters  personnel  responses:  2  out 
of  13  or  15  percent. 

c.  Commander's  responses:  2  out  of  12  or 

17  percent. 

d.  Overall  responses:  4  out  of  25  or  16  per¬ 
cent. 

e.  Suggested  measurements:  none. 

8.  Objective  8:  Protect  and  secure  government 

assets. 

a.  Related  responses  were: 

(1)  Prior  to  and  during  transfer,  resources 
should  be  protected  from  damage,  theft,  vandalism  or 

loss  (e.g.,  maintenance  of  proper  accountability). 

(2)  The  site  should  be  left  in  a  good 
state  of  repair  and  effective  steps  initiated  to  prevent 
deterioration  or  loss  of  resources  through  climatic  condi¬ 
tions  and  theft,  respectively. 

b.  Headquarters  personnel  responses:  3  out 
of  13  or  23  percent. 
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c.  Commander's  responses:  2  out  of  12  or 


17  percent. 

d.  Overall  responses:  5  out  of  25  or  20 


percent . 

e.  Suggested  measurement:  The  ability  of  the 
site  to  minimize  theft  and  otherwise  loss  of  supplies  and 
equipment . 

Table  16  summarizes  the  results  for  the  convenience 
of  the  reader. 


TABLE  16 

IMPORTANCE  OF  OBJECTIVES 



Responses  Responses  Overall 


Objective _ (out  of  13) _ (out  of  12) _ (out  of  25) 


1 

4 

(31%)* 

3 

(25%) 

7 

(28%) 

2 

8 

(62%) 

11 

(92%) 

19 

(76%) 

3 

8 

(62%) 

10 

(83%) 

18 

(72%) 

4 

9 

(69%) 

7 

(58%) 

16 

(64%) 

5 

3 

(23%) 

3 

(25%) 

6 

(24%) 

6 

4 

(31%) 

2 

(17%) 

6 

(24%) 

7 

2 

(15%) 

2 

(17%) 

4 

(16%) 

8 

3 

(23%) 

2 

U7%) 

5 

(20%) 

♦Percent  of  each  category  is  in  parentheses. 


The  objectives  listed  above  represent  the  key  con¬ 
cerns  of  the  personnel  involved  in  the  closure  process. 
Overall,  planners  and  commanders  were  most  concerned  with 
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the  effective  redistribution  of  materiel  (objective  2) 
and  personnel  (objective  3) ,  and  with  the  timely  comple¬ 
tion  of  PAD  action  suspenses.  As  individual  groups,  com¬ 
manders  were  most  concerned  with  their  men  and  materiel, 
while  the  headquarters  planners  were  most  concerned  with 
the  timely  completion  of  the  PADs  (objective  4) . 

Research  Question  Five  Results 

Results  garnered  from  the  answers  to  question  3a., 
Appendix  C,  provided  the  data,  as  listed  on  page  103, 
necessary  to  analyze  research  question  five.  This  question 
seeks  to  ascertain  if  there  is  some  degree  of  agreement 
between  site  commanders  and  HQ  personnel  involved  in  radar 
site  closures  as  to  what  objectives  constitute  an  effec¬ 
tive  closure.  Figure  3  highlights  the  manner  in  which 
each  group  responded  and  their  agreement  or  disagreement. 

The  statistical  test  that  was  used  to  determine 

the  significance  of  difference  (if  any)  between  the  two 
2 

groups  was  the  x  test  for  two  independent  samples. 
Basically,  this  statistical  test  takes  the  frequency 
counts  in  various  categories  for  two  samples  and  attempts 
to  determine  if  the  samples  could  have  come  from  the  same 
population.  In  this  situation,  a  count  of  the  number  of 
responses  from  each  group  was  made  for  each  objective. 

Next,  the  proportion  of  responses  from  one  group  in  the 
various  objectives  was  compared  to  the  proportion  of 
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HQ  Personnel 


responses  for  the  other  group  (80:104).  The  test  statis¬ 
tic  was  computed  using  the  SPSS  subprogram  CROSSTABS  (18: 

218-240) ,  as  formatted  in  Appendix  G,  which  provides  for, 

2 

among  other  statistics,  the  computation  of  the  x  statis¬ 
tic.  The  hypotheses  to  be  tested  are  as  follows: 

Hq :  Management  position  (e.g.,  a  HQ  personnel 

planner  or  site  commander)  is  not  independent 
of  establishing  the  objectives  of  an  effec¬ 
tive  closure. 

:  Management  position  is  independent  of  estab¬ 
lishing  the  objectives  of  an  effective  closure. 

The  statistical  test  attempts  to  prove  whether  the  two 
subpopulations  (HQ  planners  and  site  commanders)  do  in 
fact  come  from  the  same  major  population.  That  is,  are 
planners  in  both  organizations  looking  at  what  objectives 
constitute  an  effective  closure  in  much  the  same  manner. 

A  summary  of  the  procedure  to  test  the  null  hypothesis 
follows : 

1.  The  observed  frequencies  were  cast  in  the 
cross-tabulation  table  (Table  17)  r  rows  (groups)  by  k 
columns  (objectives).  For  this  test  r=2 ,  k=8  (80:100). 

2.  Degrees  of  freedom  needed  for  the  test  is  com¬ 
puted  by  the  formula:  df=  (r-1) (k-1)  =  (2-1)  (8-1) =7  degrees 
of  freedom. 

3.  As  computed  by  the  SPSS  CROSSTABS  program 

2 

(Table  17) ,  the  value  of  the  x  1S  1*75543  at  7  degrees 


of  freedom. 


2 

4.  This  is  a  very  small  x  and,  along  with  the 

computation  of  the  significance  factor  of  0.9721,  shows 

that  the  null  hypothesis  cannot  be  rejected  (80:109)  at 

the  95  percent  confidence  level  (seen  Appendix  H  for 

2 

Siegel's  table  of  significant  x  values). 

Thus,  the  conclusion  that  management  position  is 
not  independent  in  the  establishment  of  the  objectives  of 
an  effective  closure,  and  that  the  two  groups  in  question 
do  have  some  degree  of  agreement,  can  be  accepted.  This 
conclusion  implies  that  there  is  no  significant  difference 
between  the  perspectives  of  headquarters  and  site  personnel 
with  respect  to  the  objectives  to  be  accomplished  in 
closing  the  radar  site. 

Measurement  of  Closure  Objectives 
Prior  to  testing  for  possible  correlations  between 
the  number  of  PAD  omissions,  as  developed  in  Chapter  III, 
and  the  effective  closures  of  the  radar  sites,  suitable 
measurements  for  an  effective  closure  had  to  be  developed. 

In  the  process  of  determining  suitable  measurements  for  each 
objective,  it  was  discovered  that,  with  the  exception  of 
objective  4,  no  formal  means  of  measurement  were  available 
at  any  management  level.  This  is  true  basically  because 
at  the  time  of  the  radar  site  closure  in  question,  the 
objectives  established  through  the  efforts  of  this  thesis 
were  not  part  of  the  formal  process  involved  in  the 


108 


closure  of  these  sites.  Informal,  or  subjective,  measure¬ 
ments,  although  available  at  some  radar  sites,  were  not 
available  at  all  of  them.  Additionally,  the  types  of  data 
available  were  not  congruent  across  the  board,  making 
analyses  of  like  variables  very  difficult. 

This  section  of  the  thesis  contains  a  discussion 
of  each  objective,  the  problems  associated  with  this  mea¬ 
surement  (or  lack  of  same) ,  and  the  significance,  if  any, 
of  not  having  a  measurement  available. 

1.  Objective  1:  Close  the  site  within  budgetary 
constraints.  Although  the  budgets  of  each  radar  site  are 
monitored  closely,  no  problems  were  experienced  with  each 
site  closing  within  its  allocation.  This  was  primarily 
because  the  allotted  dollar  amount  projected  to  close  the 
site  was  set  way  above  the  actual  amount  needed  to  close 
the  site.  The  difference  was  then  adjusted  back  to  the 
actual  amount  of  the  budget  quarter  after  the  site  closed 
(76) .  Thus,  the  value  of  this  measurement  was  constant. 

In  effect,  this  practice  puts  no  boundaries  on  the  measure¬ 
ment  of  one  of  the  objectives  and  virtually  eliminates  it 
as  a  viable  source  of  data  to  be  used  in  the  correlation 
analysis. 

2.  Objective  2 :  Redistribute  the  site's  materiel 
assets  in  a  timely  manner.  A  possible  measurement  would 
be  the  dollar  value  of  supplies  left  on  the  site  after  the 
official  site  closure  date.  Another  measurement  would  be 


109 


the  time  it  took  to  ship  materiel  to  meet  urgent  require¬ 
ments.  Discussion  with  the  interviewees  revealed  that  this 
information  was  not  being  recorded  at  all.  Additionally, 
many  supplies  were  left  behind  at  a  radar  site  until  a 
firm  requirement  was  generated  from  them. 

3.  Objective  3;  Effectively  employ  remaining  per¬ 
sonnel  while  transferring  excess  personnel  in  a  timely 
manner.  Again,  because  of  the  lack  of  documentary  records, 
this  objective  could  not  be  measured  for  the  sites  ana¬ 
lyzed  in  this  study.  One  radar  site  commander  informally 
kept  track  of  how  remaining  personnel  were  being  utilized 
by  means  of  a  "personnel  job"  chart  kept  in  his  office. 

He  thought  that  this  method  would  have  merit  for  further 
closures. 

4.  Objective  4:  Meet  the  overall  closure  date  and 
accomplish  individual  PAD  actions  by  the  appropriate  sus¬ 
pense  dates.  Although  all  the  overall  closure  dates  of  the 
eleven  radar  sites  were  met,  it  was  still  possible  to  measure 
the  timely  accomplishment  of  individual  PAD  action  items. 

HQ  ADCOM  uses  ADCOM  Form  193  (see  Appendix  E)  to  monitor 
the  completion  of  individual  PAD  actions.  A  count  of  the 
suspense  date  slippages  gives  an  indication  of  the  amount 
of  closure  delays  during  the  process. 

5.  Objective  5:  Achieve  an  orderly  transition  of 
the  site  to  the  gaining  agency.  The  only  suggested  measure¬ 
ment  advanced  was  the  condition  of  both  the  closed 


facilities  and  any  stored  equipment  and  supplies.  Even 
though  it  has  not  been  done,  this  could  be  accomplished  by 
periodically  inventorying  and  appraising  the  value  of  a 
deactivated  site's  property.  This  value  could  then  be 
compared  to  the  value  of  the  site  when  it  was  closed. 

These  appraisals  possibly  will  be  accomplished  when  the 
government  transfers  the  use  of  the  site  to  new  tenants  or 
owners . 

6.  Objective  6:  Insure  that  advanced  planning  is 
thoroughly  accomplished.  Again,  none  of  the  headquarters 
or  site  personnel  formally  tracked  this  objective. 

Instead,  they  seemed  to  have  formed  their  own  subjective 
opinions  as  to  the  quality  of  closure  planning  as  events 
took  shape.  The  standards  used  varied  from  person  to 
person.  One  headquarters  person  said  that  he  would  mea¬ 
sure  this  partly  by  the  number  of  Inspector  General  com¬ 
plaints  received. 

7.  Objective  7:  Maintain  mission  effectiveness 
until  operations  are  terminated.  Even  though  no  responses 
were  received  on  how  this  objective  could  be  measured,  the 
persons  interviewed  indirectly  hinted  that  they  would 
intuitively  judge  the  achievement  of  this  objective  by  the 
ability  of  the  site  to  perform  its  mission  and  assigned 
tasks.  Opinions  varied  as  to  the  meaning  of  this  objec¬ 
tive  and  probably  because  of  its  subjectiveness  no  records 


were  maintained  within  ADCOM/ADTAC  on  the  success  in 
achieving  this  goal. 

8.  Objective  8;  Protect  and  secure  government 
assets.  As  with  the  other  objectives  where  no  formal 
measurements  were  taken,  no  systematic  attempt  was  made 
to  record  the  dollar  value  of  government  property  lost, 
stolen,  damaged,  or  destroyed  during  the  closure  process. 
Piecemeal  figures  are  available  through  documents  such  as 
reports  of  survey  and  security  police  reports,  but  an 
overall  figure  of  total  losses  for  each  site  was  unavail¬ 
able. 

It  is  apparent  from  the  above  list,  only  objective 
4  is  now  measurable.  Closure  delays  from  all  the  sites  were 
counted  with  use  of  the  ADCOM  Forms  193.  These  forms  were 
accomplished  by  either  the  appropriate  site,  air  division, 
or  HQ  ADTAC.^®  A  closure  delay  was  determined  by  comparing 

10Copies  of  the  individually  prepared  ADCOM  Form 
193  for  each  of  the  deactivated  radar  sites  in  this  study 
can  be  obtained  from  one  of  the  following  sources: 

1.  HQ  ADTAC/XPXP,  Plans  and  Program  Division, 
Peterson  AFB  CO  80914; 

2.  21st  AD/ACB,  Budget  Office,  Hancock  Field  NY 
13225  for  Lockport,  St.  Albans,  and  Watertown  AFS; 

3.  23rd  AD /LG,  Director  of  Logistics,  Duluth 
International  Airport  MN  55814  for  Antigo,  Baudette,  and 
Sault  Sainte  Marie  AFSs; 

4.  24th  AD /LG,  Director  of  Logistics,  Malmstrom 
AFB  MT  58402  for  Fortuna,  Havre,  Minot,  and  Opheim  AFSs; 

5.  25th  AD/LG,  Director  of  Logistics,  McChord 
AFB  WA  98438  for  Blaine  AFS;  or 

6.  Contacting  the  caretaker  force  at  the  deacti¬ 
vated  site  in  question. 


the  date  entered  in  the  "date  completed"  column  (H)  of 
the  ADCOM  Form  193  (reference  Appendix  E)  to  the  due  date 
as  stated  in  the  "completeion  date"  column  (D)  of  the 
appropriate  PAD.  The  results  are  shown  in  Table  18. 

This  information  will  be  used  in  this  chapter  as  the 
dependent  variable  in  the  correlation  analysis. 

Responses  to  Questions  3c.  to  3f. 
of  Appendix  C 

The  more  or  less  verbatum  responses  to  questions 
3c.  to  3f.  of  Appendix  C  are  presented  below.  These  are 
simply  an  enumeration  of  personal  opinions  expressed  by 
the  respondents  and  are  listed  for  informational  purposes 
only.  It  will  be  up  to  the  reader  to  judge  the  quality  of 
each  response. 

Appendix  C,  Question  3c.  (What  actions 
taken  in  deactivating  ADCOM  radar  sites 
have  significantly  contributed  to  suc¬ 
cessful  closures  and  should  be  repli¬ 
cated  in  future  PADs?) 

Responses  to  question  3c.  which  are  pertinent  to 
inclusion  in  a  deactivation  PAD  are  included  in  Chapter  in 
under  the  overview  or  detailed  checklist  section  of  the 
PAD.  Other  replies  or  comments  were: 

1.  Prior  to  closure,  ADCOM  Civil  Engineering  sent 
a  team  to  the  deactivating  sites  to  formulate  a  Facility 
Closure  Plan  which  addressed  such  questions  as  building 
closure  and  utility  termination  schedules.  Also,  this 
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action  was  of  great  assistance  in  resolving  the  multitude 
of  civil  engineering  problems  which  occur  during  a  site 
deactivation.  The  ADCOM  Supply  Inventory  Team  also  visited 
the  sites  in  advance  of  the  deactivation  date  and  per¬ 
formed  well  in  resolving  problems  arising  in  their  area 
of  concern. 

2.  The  site  commander  initiated  a  biweekly  phase- 
down  status  report  to  the  Air  Division  thereby  forcing  him 
to  think  through  the  problem  areas  while  at  the  same  time 
insuring  that  headquarters  personnel  are  fully  aware  of 
the  total  situation  at  the  site. 

3.  The  PAD  allowed  the  site  commander  some  flexi¬ 
bility  as  to  when  buildings  and  activities  could  be 
terminated  along  with  providing  the  commander  authority 

to  adjust  required  completion  dates  (within  reason)  on 
individual  PAD  action  items.  Overall,  the  PAD  was  a  good 
guide . 

4.  References  to  applicable  Air  Force  directives 
in  the  PAD  were  extremely  helpful  to  site  personnel  who 
were  not  that  familiar  with  a  closure  action.  However, 
many  action  items  failed  to  contain  any  reference  thereby 
opening  the  possibility  for  misinterpretation  or  taking 
the  wrong  action. 

5.  The  Personnel  Section  of  the  ADCOM  closure 
PADs  was  extremely  thorough. 


6.  The  ADCOM  PAD  had  key  OPRs  identified  by  name 
and  phone  number. 

7.  The  site  commander  charged  with  the  closure 
must  be  strong  and  extremely  capable.  There  must  be  personal 
innovation,  ingenuity,  and  flexibility  by  site  personnel 

to  resolve  the  many  unique  problems  which  arise  during  the 
closure  process. 

8.  Vigorous  action  was  taken  by  the  site  commander 
to  control  rumors  by  presenting  factual  information  in  an 
expeditious  manner. 

Appendix  C,  Question  3d.  (Suggestions 
for  improving  the  quality  of  the  PADS 
or  the  planning  process  for  site  closures) 

1.  Prior  to  operations  cease  date.  Manpower  and 
Personnel  Center  (MPC)  has  probably  taken  action  to 
terminate  incoming  personnel  assignments.  At  the  same  time, 
the  site  is  probably  losing  personnel,  both  military  and 
civilian,  due  to  transfers,  retirements,  and  separations. 
Therefore,  the  capability  of  the  site  to  submit  routine 
reports,  and  to  accomplish  other  normal  tasks  could  be 
hampered,  especially  if  key  skills  are  lost.  To  recognize 
this  loss  of  key  manpower,  a  coordinated  written  schedule 
between  the  headquarters  and  the  site  should  be  developed 
which  will  relieve  the  site  of  certain  routine  responsi¬ 
bilities,  if  possible.  This  plan  would  be  effective  for 
that  period  prior  to  the  PAD  implementation  date. 


2.  If  a  series  of  installations  are  scheduled  for 
closure,  someone  with  recent  experience  in  deactivating  a 
small  unit  should  head  a  team  to  visit  each  closing  site 
to  assist  in  local  planning,  to  coordinate  higher  head¬ 
quarters  support,  and  to  provide  advance  guidance. 

3.  The  PADs  did  not  appear  to  be  well  coordinated 
and  some  of  the  instructions  contained  therein  were  incon¬ 
sistent.  For  instance,  at  one  site  civil  engineering 

was  instructed  to  shut  down  the  waste  disposal  plant  weeks 
before  the  work  areas  and  base  housing  were  evacuated. 

Also,  at  the  same  site  the  PAD  directed  that  all  communica¬ 
tions  be  terminated,  except  for  one  commercial  line,  two 
months  before  the  scheduled  closure  date.  In  general,  the 
PAD  did  not  seem  to  be  tailored  to  the  current  situational 
environment  faced  by  the  individual  site. 

4.  The  site  commander  should  be  given  the  authority 
and  encouragement  to  use  remaining  personnel  for  assisting 
in  the  dismantling,  packing  and  crating,  and  movement  of 
mission  equipment.  If  outside  technical  advice  is  required, 
then  selected  personnel  could  be  sent  on  temporary  duty 
(TDY)  to  the  site  to  supervise  the  work.  This  would  be  in 
lieu  of  the  present  policy  which  is  to  send  in  a  whole 
removal  team  on  an  extended  TDY  which  can  be  very  expensive. 
Even  if  site  personnel  complete  a  fraction  of  this  work, 
the  savings  could  be  significant. 
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5.  The  PAD  should  involve  available  National 


Guard  and  Reserve  personnel  in  the  deactivation  process. 
They  could  be  assigned  to  such  jobs  as  packing  and  crating, 
and  transportation  support.  Adopting  this  policy  could 
avoid  the  need  for  sending  packing  and  crating  personnel 
to  the  site  on  a  TDY  basis,  and  could  reduce  commercial 
transportation  charges. 

6.  The  site  commander  should  remain  through  the 
entire  closure  period  to  provide  top  management  continuity. 
If  possible,  a  senior  NCO  should  remain  behind  after  the 
closure  to  assist  the  caretaker  force  in  the  transition 
period  and  to  resolve  remaining  military  type  problems. 

Appendix  C,  Question  3e.  (What  have 
been  the  main  problems  experienced 
in  deactivating  a  radar  site?) 

Replies  were: 

1.  Delays  in  having  the  FAA  assume  responsibility 
for  USAF  radar  sites  under  JSS  caused  a  slippage  in  the 
close  down  schedule  and  "turbulence"  in  the  closure  plan¬ 
ning  process.  If  HQ  USAF  reasonably  expects  a  slippage, 
they  should  immediately  alert  the  affected  parties  so  they 
can  plan  accordingly.  Contingency  plans  were  not  developed 
to  cover  the  possibility  that  a  decision  would  be  made  at 
a  later  date  to  either  delay  closure  or  to  leave  the  site 
open  indefinitely. 


2.  Because  some  site  commanders  did  not  have  the 
facts  as  to  when  their  site  would  deactive  or  how  to  handle 
pending  closure  announcements ,  they  were  unable  to  handle 
rumors  effectively.  Possibly,  the  site  commanders  should 
be  sent  to  the  MAJCOM  for  a  preliminary  closure  briefing. 

3.  Planning  for  the  closure  in  many  instances  was 
started  too  late.  Even  though  MAJCOM  knew  in  advance  that 
the  site  was  closing,  they  delayed  issuance  of  the  PAD 
which  in  turn  delayed  local  planning  to  a  very  late  date. 
Another  comment  was  made  that  the  MAJCOM  PAD  OPR  never  tried 
to  adopt  existing  base  closure  models  to  a  site  phase-down. 

4.  Coordination  with  other  Commands  such  as  the 
Air  Force  Commissary  Service  (AFCOMS) ,  Army  and  Air  Force 
Exchange  Service  (AAFES) ,  and  Northern  Communication  Ser¬ 
vice  was  poor. 

5.  ADCOM  OPRs  in  many  cases  seemed  to  be  acting 
independently  of  each  other  or  were  not  communicating  among 
themselves.  Sometimes  they  were  reluctant  to  effect 
coordination  among  themselves  thereby  putting  the  onus 

on  the  site  to  resolve  conflicts  in  MAJCOM  advice.  Further, 
there  were  instances  where  a  person  identified  in  the 
closure  PAD  as  the  OPR  for  a  particular  ADCOM  action  agency 
did  not  know  that  he  or  she  had  been  assigned  that  responsi¬ 
bility.  Some  OPRs  probably  failed  to  realize  that  site 
personnel,  in  many  instances,  were  novices  at  deactivating 


units.  Therefore,  more  Command  guidance  and  advice  would 
have  been  helpful  and  appreciated. 

6.  Some  FAD  action  items  were  not  thoroughly 
completed.  This  was  mainly  caused  by  a  lack  of  coordina¬ 
tion  with  all  involved  personnel.  For  example,  in  too 
many  cases,  budget  personnel  were  not  involved  in  both  the 
development  of  the  PAD  action  items  nor  the  responsibility 
for  completing  items  which  concerned  the  expenditure  of 
funds.  Furthermore,  many  personnel  concerned  with  the 
closure  process  were  not  aware  that  financial  requirements 
actually  rise  during  the  closure  process  (e.g.,  the  require¬ 
ment  to  fund  civilian  transportation  transfers) . 

7.  Last-minute  personnel  reassignments  or  changes 
in  reporting  dates  caused  both  morale  and  administrative 
problems  (e.g.,  a  change  in  a  reporting  date  may  mean  that 
a  performance  report  and  recommendation  for  decoration  may 
have  to  be  redone) .  Also,  these  assignment  changes  caused 
problems  in  coordinating  household  goods  shipments. 

8.  Guidance  for  the  disposition  of  both  appropri¬ 
ated  and  nonappropriated  equipment  and  supplies  was  either 
slow  in  coming  or  in  conflict  with  earlier  advice.  The 
resulting  negative  consequences  were  many.  Personnel 
normally  plentiful  during  the  early  part  of  a  phase-down 
were  not  available  to  assist  in  moving  the  property  when 
disposition  authority  was  finally  received.  Other  opera¬ 
tional  Air  Force  units  had  difficulty  in  obtaining 


serviceable  equipment  and  supplies  because  of  policy  that 
many  of  these  items  remain  on  site  for  possible  future 
disposition  action.  Further,  some  of  the  left  behind 
materiel  could  deteriorate  because  of  climatic  conditions. 
Also,  decisions  on  what  MWR  equipment  could  be  turned  over 
to  the  local  community  were  lacking. 

9.  Disposition  instructions  were  also  lacking  as 
to  the  proper  disposition  of  hazardous  chemical  decontami¬ 
nates  (e.g.,  polychlorinated  biphenyls). 

10.  Transportation  support  for  moving  large  items 
such  as  diesel  generators  was  poor. 

11.  Because  of  the  lack  of  clear  guidance  as  to  the 
site's  responsibility  for  accomplishing  tasks  such  as  dis¬ 
mantling  equipment  and  performing  packing  and  crating  work, 
it  was  difficult  to  develop  a  time  phased  plan  for  reducing 
manpower  requirements  as  the  workload  diminished. 

12.  Too  much  time  was  spent  in  determining  care¬ 
taker  requirements,  job  descriptions,  and  hiring  procedures, 
etc.  The  job  descriptions  for  the  caretaker  force  did  not 
allow  the  full  assignment  of  responsibility  for  the  per¬ 
formance  of  general  or  unique  duties  that  are  associated 
with  managing  a  deactivated  site.  Also,  some  site  com¬ 
manders  in  their  attempt  to  protect  the  jobs  of  their 
civilian  employess  would  inflate  the  manpower  requirements 
for  their  caretaker  force. 
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13.  A  lack  of  understanding  by  planners  as  to  what 
possible  future  uses  will  be  made  of  the  site. 

Appendix  C,  Question  3f. 

(General  comments) 

Most  of  the  general  comments  made  during  interviews 
were  incorporated  in  the  preceding  paragraphs.  However, 
there  is  one  response  which  summarizes  many  of  the  comments 
made  above.  Basically,  the  comment  was  made  that  for  a 
closure  to  be  successful,  the  PAD  must  be  well  written 
and  higher  headquarters  must  have  a  good  staff  to  handle 
the  multitude  of  problems  which  occur. 

Correlation  Analysis 

The  research  proposition,  as  explained  in  Chapter 
II,  involves  an  analysis  of  the  correlation  between  factors 
measuring 'the  completeness  of  planning  (PAD  omissions)  and 
factors  measuring  the  effectiveness  of  the  closure  process 
(closure  delays).  Based  on  these  measurements,  a  corrla- 
tion  analysis  was  made  of  the  possible  association  that  a 
lack  of  complete  planning  has  on  the  effectiveness  of  the 
closure  process.  This  chapter  contains  a  description  of 
the  tests  used  to  study  this  association,  and  the  conclu¬ 
sions  reached  concerning  their  correlation. 

Proposition  Test 

The  data  to  be  used  for  the  correlation  analysis 


was  gathered  through  the  research  employed  in  the 


investigation  of  research  objectives  one  and  two.  Spe¬ 
cifically,  the  (theoretical)  independent  variable  X  is 
classified  as  the  number  of  omissions  in  each  PAD  studied, 
the  measure  of  the  completeness  of  planning;  the  (theo¬ 
retical)  dependent  variable  Y  is  classifed  as  the  number  of 
closure  delays,  the  selected  measure  of  an  effective 
closure. ^  This  data  is  also  classified  as  being  at  the 
ordinal  level  of  measurement.  The  reason  is  that,  although 
the  amount  of  closure  delays  for  Blaine  AFS,  27,  for 
example,  can  be  considered  as  higher  in  value  relative  to 
the  other  sites'  amounts,  there  is  not  yet  available  a 
method  of  measuring  the  distance- value  of  one  site's  total 
amount  relative  to  any  other  site's  amount  (18:4,5). 

Because  of  the  applicability  of  the  Spearman's  Rank  Cor¬ 
relation  Coefficient  (rg)  for  testing  the  correlation  of 
two  variables  when  the  data  can  at  least  be  collected  at 
the  ordinal  level,  it  was  used  for  testing  the  following 
hypotheses : 


Hq:  The  effectiveness  of  the  closure  process  (as 
measured  by  the  amount  of  closure  delays)  is 
not  associated  with  the  completeness  of  plan¬ 
ning  (as  measured  by  the  amount  of  omissions 
in  the  PAD) . 

^The  use  of  an  independent  and  a  dependent  vari¬ 
able  in  correlation  analysis  is  not ‘considered  standard 
convention.  The  intent  here  is  to  conceptualize  the  two 
variables  in  question  on  the  basis  of  a  time  continuum. 
With  this  in  mind,  the  planning  completeness  variable  is 
normally  considered  first,  the  closure  delay  variable 
second,  and  thus  dependent  on  the  first.  Thus,  the  use  of 
the  term  "theoretical  variable." 


H.:  There  is  an  association  between  these  two 
variables. 

As  references  in  Chapter  II,  the  value  of  the 
Spearman's  correlation  coefficient  test  is  used  to  deter¬ 
mine  the  level  of  significance  at  which  the  null  hypothesis 
can  be  rejected.  This  is  accomplished  by  computing  a 
student's  t-statistic  using  the  following  equation: 

t  =  r 

where:  N  =  sample  size,  and 

rs=  Spearman's  correlation  coefficient. 

For  this  test,  rg  =  0.8326  (see  Table  19),  and  N=ll.  Cal¬ 
culating  the  formula  gives: 

t  =  .8326 

t  =  4.504 

Chapter  II  further  explained  that  this  computed  t-statistic 
is  then  compared  to  Siegel's  table  of  critical  t-values 
(80:248).  This  table  provides  for  a  critical  t-value  of 
4.437  at  a  level  of  significance  of  .001  for  a  two-tailed 
test  with  11  degrees  of  freedom.  The  computed  t-value  of 
4.504  is  greater  than  the  critical  t-value  of  4.437  in  this 
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test.  Therefore,  the  null  hypothesis  can  be  rejected  at 


a  significance  level  of  .001  (i.e.,  a=.001). 

Conclusion 

It  can  be  concluded,  then,  that  the  null  hypo¬ 
thesis,  which  states  that  there  is  no  association  between 
the  two  variables  in  question  (closure  delays  and  PAD 
omissions)  can  be  rejected.  Additionally,  it  can  be 
assumed  that  there  is  more  than  a  chance  relationshiop 
between  these  variables  and  thus  there  is  a  relationship 
between  the  effectiveness  of  the  closure  process  and  the 
completeness  of  planning. 


Summary 

In  reply  to  the  telephone  interviews  conducted 
utilizing  the  questions  in  Appendix  C,  this  chapter  pre¬ 
sented  possible  objectives  and  measurements  pertinent  to  a 
small  unit  deactivation.  The  hypothesis  that  management 
position  is  not  independent  of  the  process  of  establishing 
the  objectives  for  an  effective  closure  was  verified.  Thus, 
the  conclusion  was  reached  that  the  perspectives  of  HQ 
personnel  and  site  commanders  in  establishing  these  objec¬ 
tives  were  not  significantly  different.  Personal  opinions 
from  the  respondents  to  the  questionnaire  on  closure  objec¬ 
tives  were  listed  for  the  reader's  edification  and  possible 
use.  At  the  close  of  the  chapter,  the  association  between 


the  objectives  of  an  effective  closure  and  the  completeness 
of  planning  were  analyzed.  The  conclusion  was  reached  that 
there  is  significant  correlation  between  the  measures  of 
these  variables  and  that  their  relationship  is  more  than 


chance . 


CHAPTER  V 


CONCLUSIONS  AND  RECOMMENDATIONS 

Introduction 

The  beginning  of  this  chapter  presents  conclusions 
to  each  of  the  research  questions  raised  in  this  thesis. 
This  discussion  is  followed  by  recommended  management 
actions  and  further  research  suggestions  pertaining  to  the 
planning  of  small  Air  Force  unit  deactivations. 

Thesis  Conclusions 

As  a  result  of  the  research,  the  following  conclu¬ 
sions  pertaining  to  each  of  the  research  questions  are 
advanced : 

1.  Research  Question  One:  What  agencies/functional 
areas  must  be  considered  and  involved  in  the  development  of 
a  complete  PAD? 

Conclusions : 

a.  HQ  ADCOM's  method  of  establishing  what 
agencies/functional  areas  should  be  involved  in  the  plan¬ 
ning  process  was  not  comprehensive  enough  to  include  all 
necessary  agencies.  This  was  evident  by  the  lack  of  mean¬ 
ingful  inputs  in  the  budget  area.  The  OPR  for  PAD  develop¬ 
ment  should  study  the  mission  and  organizational  structure 
of  the  closing  site  to  determine  the  functional  areas 
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(e.g.,  budget,  supply,  and  radar  maintenance)  that  should 
be  addressed  in  the  PAD. 

b.  If  time  allows,  the  development  of  the  PAD 
should  be  a  joint  effort  between  all  affected  parties — 
(e.g.,  MAJCOM,  intermediate  headquarters,  host  base, 

AAFES,  AFCOMS,  and  the  site  commander.  No  attempt  was  made 
by  HQ  ADCOM  (in  most  cases)  to  include  any  other  level  of 
management  in  the  planning  process) . 

c.  Advanced  planning  trips  to  the  deactivating 
unit  by  headquarters  or  host  base  personnel  is  desirable, 
especially  if  extensive  coordination  is  required  for 
accomplishing  tasks  (e.g.,  the  development  of  facility 
closure  plans  by  civil  engineering,  personnel  briefings, 
and  joint  supply  inventories) .  HQ  ADCOM  did  not  use  this 
management  practice  with  any  regularity.  Supply  inventory 
visits  were  used  throughout  although  an  audit  report 
criticized  their  timeliness  and  effectiveness,  and  the 
development  of  civil  engineering  FCPs  was  stopped  during 
the  process.  Consequently,  the  planning  process  was  incom¬ 
plete  in  many  respects. 

2.  Research  Question  Two:  What  specific  regula¬ 
tions  and  procedures  must  be  considered  and  included  in 
a  complete  PAD? 

Conclusions : 

a.  The  development  of  the  PADs  for  the  ADCOM 
radar  sites  in  this  study  was  irregular  at  best.  In  many 
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cases,  the  PAD  of  the  latest  closure  was  merely  updated 
with  new  suspense  dates.  In  some  instances,  very  little 
thought  went  into  new  contingencies  which  might  arise  with 
the  next  closure. 

b.  A  good  overview  section  of  the  PAD  is 
extremely  important.  Recommended  items  to  be  included  in 
this  section  are  contained  in  Chapter  III. 

c.  To  insure  that  all  required  actions  are 
accomplished  in  a  timely  manner,  the  PAD  should  provide 
detailed  instructions  along  with  appropriate  regulations 
and  manual  references  for  each  functional  area  involved. 
Suggested  guidance  is  outlined  in  Chapter  III. 

c.  Key  interdependencies  should  be  displayed 
in  the  PAD  so  that  all  involved  personnel  (e.g.,  head¬ 
quarters,  host  base,  and  site)  will  appreciate  the  impact 
of  their  actions  on  the  overall  closure  process.  Accom¬ 
plishing  this  will  assist  in  local  planning  and  the  preven¬ 
tion  of  potential  problems  and  delays.  An  excellent  way 

to  show  these  interdependencies  is  through  development  of 
a  PERT  chart  or  a  flow  diagram  as  outlined  in  Chapter  III 
and  Appendix  F. 

d.  Personnel  involved  in  the  planning  of  a 
site  deactivation  should  refer  to  available  historical  data 
concerning  other  site  closures  so  that  the  experiences 
learned  from  past  closures  are  applied  to  the  closure  at 
hand.  Documents  referenced  should  include,  for  example. 
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previously  published  PADs,  audit  reports,  and  lessons 
learned  letters.  Additionally,  those  key  personnel 
involved  in  previous  site  closures  should  be  queried,  if 
practical,  to  obtain  their  insights  into  the  closure  pro¬ 
cess. 

3.  Research  Question  Three:  To  what  degree  has  the 
value  of  the  planning  variable  changed  over  time: 

Conclusion:  Based  on  the  frequency  of  PAD  omissions 
for  the  11  ADCOM/ADTAC  long-range  radar  sites  studied  in 
this  thesis  from  Antigo  AFS,  WI,  which  closed  1  July  1977 
to  Watertown  AFS,  NY,  which  closed  30  December,  1979,  the 
quality  of  closure  planning  in  terms  of  its  completeness 
has  not  improved  over  time. 

4.  Research  Question  Four.  What  objectives  con¬ 
stitute  an  effective  closure? 

Conclusion:  Based  on  the  research,  we  feel  that 
the  following  represent  the  objectives  which  should  be  met 
in  deactivating  a  small  Air  Force  site: 

a.  Close  the  site  within  budgetary  con¬ 
straints. 

b.  Redistribute  the  site's  material  assets 
in  a  timely  manner. 

c.  Effectively  employ  remaining  personnel 
while  transferring  excess  personnel  in  a  timely  manner. 

d.  Meet  the  overall  closure  date  and  accomplis>- 
individual  PAD  actions  by  the  appropriate  suspense  dates. 
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e.  Achieve  an  orderly  transition  of  the  site 


to  the  gaining  agency. 

f.  Insure  that  advanced  planning  is  thoroughly 
accomplished. 

g.  Maintain  mission  effectiveness  until  opera¬ 
tions  are  terminated. 

h.  Protect  and  secure  remaining  government 

assets. 

These  objectives  are  very  general  in  nature  and  thus  were 
hard  to  measure.  There  is  a  need  for  the  MAJCOM  to  develop 
operational  definitions  for  these  objectives,  and  to  deter¬ 
mine  how,  in  fact,  each  of  these  objectives  can  be  pre¬ 
cisely  measured  to  permit  decisions  to  be  made  in  correct¬ 
ing  deviations  from  the  standards  developed  in  the  opera¬ 
tional  definitions. 

5.  Research  Question  Five:  What  is  the  degree  of 
agreement  between  headquarters  personnel  and  site  com¬ 
manders  as  to  what  constitutes  an  effective  closure? 

2 

Conclusion:  As  a  result  of  the  x  test,  it  was 
concluded  that  the  higher  headquarters  group  and  site  com¬ 
manders  sampled  appear  to  be  in  substantial  agreement  as 
to  which  objectives  should  be  achieved  in  a  site  closure. 

6.  Research  Proposition:  Investigate  the  hypo¬ 
thesis  that  the  effectiveness  of  the  closure  process  is 
associated  with  the  completeness  of  planning. 


Conclusion;  A  significant  correlation  coefficient 
of  .8326  was  computed  for  the  association  between  these 
two  variables.  This  pointed  to  a  strong  correlation 
between  them,  one  that  was  not  based  on  chance. 

Recommendations  for  Management 
Specific  recommendations  for  managers  to  follow 
in  planning  a  small  unit  deactivation  are: 

1.  HQ  USAF  or  MAJCOM  should  translate  broad  goals 
into  specific  objectives  pertinent  to  each  closure. 

2.  A  formal  system  should  be  established  to  mea¬ 
sure  progress  towards  accomplishing  each  of  the  stated 
objectives. 

3.  The  closure  PAD,  as  developed  in  this  thesis, 
should  specify  the  operational  and  related  activities  which 
if  accomplished,  will  result  in  meeting  the  closure  objec¬ 
tives.  This  thesis  could  be  used  as  a  basis  for  planning 
future  closures  of  small-size  Air  Force  units  irregardless 
of  the  mission  of  the  affected  site.  It  should  be 
remembered  though  that  each  closure  is  unique  and  that  the 
instructions  in  one  PAD  probably  cannot  be  transferred  in 
total  to  another  site  which  is  also  closing,  even  if  the 
missions  of  the  two  sites  are  similar.  Some  important  con¬ 
siderations  in  developing  closure  PADs  are: 

|  a.  Review  laws,  environmental  impacts,  regula¬ 

tions,  and  other  constraints  which  affect  the  closure 
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process.  This  should  assist  in  determining  the  proper 
allocations  of  financial,  manpower,  and  materiel  resources 
within  the  imposed  constraints. 

b.  Insure  the  proper  sequencing  of  activities 
and  the  clear  identification  of  interdependencies  (e.g., 
the  use  of  PERT  or  flowcharts) . 

4.  Establish  a  feedback  system  to  insure  the  early 
detection  and  resolution  of  problems  and  to  facilitate  the 
measurement  of  the  objectives. 

5.  Management  at  all  levels  should  be  sensitive 
to  the  necessity  of  communicating  and  sharing  on  a  timely 
basis  information  with  all  affected  agencies. 

Suggested  Research 

The  following  research  efforts  should  be  considered 
because  of  their  potential  for  improving  the  effectiveness 
of  the  small-unit  closure  process: 

1.  An  analysis  could  not  be  conducted  on  seven 
of  the  eight  objectives  identified  in  this  study  due  to  a 
lack  of  existing  objective  and  operationally-defined 
effectiveness  measures.  Research  should  attempt  to  define 
operational  measures  for  each  of  these  stated  objectives. 
Then,  for  example,  correlations  between  these  measures  and 
planning  completeness  (quality)  could  be  accomplished. 

2.  As  discussed  in  Chapter  I,  various  persons 
stated  that  other  variables  may  have  a  significant  impact 


on  closure  effectiveness  besides  planning  completeness. 
These  other  variables  included: 


a.  MAJCOM  management  attention. 

b.  Site  commmander ’ s  managerial  abilities. 

c.  Capabilities  of  subordinate  supervisors 

and  workers. 

d.  Political  and  socioeconomic  considerations. 

e.  Geographic  closeness  of  the  site  to  its 

host  base. 

f.  Time  constraints  imposed  by  higher  head¬ 
quarters. 

Research  should  be  conducted  to  determine  how  these  other 
variables  interact  with  each  other  to  affect  the  complete¬ 
ness  of  closure  planning. 

Summary 

As  mentioned  in  the  very  beginning  of  this  thesis, 
the  Air  Force  is  expected  to  spend  judiciously  the  financial 
resources  entrusted  to  it.  Furthermore,  the  Air  Force 
appears  to  be  faced  with  increasing  costs  brought  upon  by 
inflation  and  the  continual  need  to  improve  its  mission 
capability.  The  recommendations  and  suggestions  outlined 
above  and  explained  in  detail  throughout  this  thesis  could 
contribute  to  the  Air  Force's  goal  of  effectively  using 
its  resources  while  maintaining  a  fighting  force  second 
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APPENDIX  A 

TELEPHONE  INTERVIEW  INSTRUMENT  FOR  THE  IDENTIFICATION 
OF  THE  NECESSARY  INPUTS  TO  A  COMPLETELY  PLANNED  PAD 
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1.  Background  questions: 

a .  Name 

b .  Rank 

c.  Title  and  Organization  (to  include  office  symbol) 

d.  Date 

2.  Questions  pertaining  to  the  necessary  inputs  to  a  com¬ 
pletely  planned  PAD. 

a.  What  inputs  pertaining  to  your  area  of  responsibil¬ 
ity  should  be  included  in  PADs  being  developed  for 
the  closure  of  radar  sites  under  the  JSS  concept? 

b.  Is  there  a  regulation  or  manual  which  requires  this 
to  be  included  in  the  PAD?  If  so,  what  is  it? 

c.  In  what  manner  is  your  portion  of  the  PAD  developed? 
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FROM:  Maj  Harvey/785-4437 

SUBJECT:  Request  for  Information  Concerning  Radar  Site 

Closures 


TO: 


1.  Captain  George  C.  Kiessling  and  I  are  graduate  students 
at  the  Air  Force  Institute  of  Technology,  Wright-Patterson 
AFB ,  Ohio.  In  partial  fulfillment  of  the  requirements  for 
our  degrees  we  are  writing  a  thesis  to  investigate  the 
manner  in  which  the  planning  for  the  closure  of  a  small 
Air  Force  unit  (e.g.,  a  radar  site)  affects  the  subsequent 
effectiveness  of  the  closure  process. 

2.  To  assist  us  in  this  endeavor,  we  are  requesting  your 
opinions  on  the  questions  listed  in  attachment  one.  You 
have  been  chosen  because  of  your  experience  and  knowledge 
of  the  procedures  which  must  be  followed  in  deactivating 

a  radar  site  or  other  small  USAF  unit.  Your  opinions  could 
prove  to  be  invaluable  to  the  Air  Force  in  planning  more 
effective  closures  in  the  future. 

3.  Our  intention  is  to  contact  you  within  a  couple  of 
weeks  by  telephone.  However,  we  are  providing  these  ques¬ 
tions  beforehand  to  give  you  sufficient  time  to  study  them 
and  prepare  your  answers.  Individual  responses  will  be 
kept  confidential  and  are  solicited  on  a  voluntary  basis. 

4.  If  you  have  any  particular  questions  please  contact 
Captain  Kiessling  or  me  at  Autovon  785-4437.  Your  coopera¬ 
tion  in  this  matter  will  be  deeply  appreciated. 


ROBERT  J.  HARVEY,  Maj,  USAF  1  ATCH 

AFIT  Graduate  Student  Closure  Questions 
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APPENDIX  C 

TELEPHONE  INTERVIEW  INSTRUMENT  FOR  THE 
IDENTIFICATION  AND  MEASUREMENT  OF  THE 
OBJECTIVES  OF  AN  EFFECTIVE  CLOSURE 
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1.  Background  questions: 

a .  Name 

b.  Grade  or  Rank 

c.  Title  and  Organization  (to  include  office  symbol) 

d.  Date 

2.  Reexplain  the  purpose  of  the  interview  as  explained 

in  the  introductory  letter. 

3.  Questions  pertaining  to  the  identification  and  manage¬ 
ment  of  the  objectives  of  an  effective  closure: 

a.  What  do  you  consider  are  the  objectives  which 
should  be  accomplished  in  deactivating  a  small  Air 
Force  installation  such  as  a  radar  site? 

b.  How  would  you  measure  each  of  these  objectives,  or, 
in  other  words,  how  would  you  track  the  accomplish¬ 
ment  of  these  objectives  to  insure  completion, 
either  formally  or  informally?  An  example  of  a 
formal  method  would  be  a  qualitative  or  quantita¬ 
tive  report  established  by  regulation  or  operating 
instruction.  An  example  of  an  informal  method 
would  be  your  personal  system  for  monitoring  the 
accomplishment  of  the  objective. 

c.  What  actions  taken  in  deactivating  ADCOM  radar 
sites  have  signif icantly  contributed  to  successful 
closures  and  should  be  replicated  in  future  Pro¬ 
grammed  Action  Directives  (PADs) ? 
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Do  you  have  any  suggestions  for  improving  the  qual¬ 
ity  of  the  PADs  or  the  planning  process  for  site 
closures? 

What  have  been  the  main  problems  you  have  experi¬ 
enced  in  deactivating  radar  sites? 

General  comments. 
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APPENDIX  D 

SAMPLE  ADCOM  PROGRAMMED  ACTION  DIRECTIVE 


SYSTEM  COMTECH.  PtAM 
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APPENDIX  E 


SAMPLE  ADCOM  FORM  193  PROGRAM  PROGRESS/ 
REVISION  REPORT 


PROGRAM  PROGRESS/REVISION  REPORT 


16  Oct  79 

I 


1.  Ref  inx-3  Took  nore  time  for  actual  handling  and  destruction. 

2.  Ref  SP-5  Tine  changed  back  to  original  date.  Hod  been  canged  due  to  misunder¬ 
standing. 
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APPENDIX  F 

PROCESS  CHART  FOR  SMALL  UNIT  DEACTIVATION 
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APPENDIX  G 


SPSS  PROGRAM  FORMATS 


010N»S,R<SL>  :,8,16;;,16 

0204: IDENT :UP1 184,  AFIT-LS  CAPT  KIESSLING.STU 

0304:SELECT:SPSS/SPSS 

040RUN  NAME {AGREEMENT  ANALYSIS 

050FILE  NAHE;GCK55, DEGREE  OF  AGREEMENT 

060VARIABLE  LIST {GROUP (OBJECTIVE 

070INPUT  FORMAT JFREEF1ELD 

080INPUT  NEDIUMJCARD 

090N  OF  CASES ;80 

100VAR  LABELS ; GROUP , GROUP  RESPONDING 
IIOJOBJECTIVE, OBJECTIVES  OF  AN  EFFECTIVE  CLOSURE 
1 20VALUE  LABELS J GROUP ( 1 )HQ  PERSONNEL ( 2 )CQNNANDERS/ 
130;0BJECTIVE(1 » SAVE  HON£Y(2)HOVE  NATERIEL(3)N0VE  PEOPLE 
140; ( 4 ) CLOSE  ON  TIME(5) TfcANSITIQN<6)PLANS<7>f1ISSI0N 
150; (B)PROPERTY  SECURE 

1 60CR0SST ABSJ VARI ABLES=GROUP  < 1 , 2 )0B JECT IVE (1,8)/ 

170;TABLES=GROUP  BY  OBJECTIVE 

180STATIST1CSJALL 

190READ  INPUT  DATA 

2004: SELECT A: GCK59 

210FREQUENCIES;GENERAL=ALL 

2200PTIONSJ8 

23QFINISH 

240$:ENDJ0B 


SPSS  Format  for 


Test  of  Degree  of  Agreement 


010»«S,R(SL)  8,16;;, 16 

0204: I DENT :UP1 186, AFIT-LS  CAPT  KIESSLING, STU 

0304:SELECT:SPSS/SPSS 

040RUN  NAME  REGRESSION  FOR  THESIS 

050FILE  name;ockii,pad  ONISSIONS-CLOSURE  DELAYS 

060VARIABLE  LIST ;X, Y 

070INPUT  FORMAT JFREEF1ELD 

080INPUT  HEDIUNJCARD 

090N  OF  CASES; 11 

100VAR  LABELS ;X, PAD  OMISSIONS 

110VAR  LABELSJY, CLOSURE  DELAYS 

120REGRESSIONJVARIABLES*X,Y/ 

1 30;REGRESS10N=Y  U1TH  X<2)  RES1D=0 
1 40STAT 1ST ICSJALL 
ISOREAD  INPUT  DATA 
1 60$ l SELECT  A : 80A0 1 4/ GCK 1 ,R 
170SCATTER6RAN;Y(0,40)  UITH  X(15,50) 

180N0NPAR  CORR;X,Y 
1900PTIONSJ1 ,2,3,6 
200FINISH 
21 04 i END JOB 


SPSS  Format  for  Spearman's  Rank  Correlation  Coefficient 
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APPENDIX  H 

CRITICAL  VALUES  FOR  X2 
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T.vdle  B.  Table  or  Critical  Values  or  ( 


i 


V 

Level  of  significance  for  one-tailed  test 

.10 

.05 

.025 

.01 

|  .005 

.0005 

Level  of  significance  for  two-tailed  test 

.20 

.10 

.05 

.02 

.01 

.001 

1 

3 

.078 

6 

.314 

12 . 706 

31  821 

03. 

657 

636  619 

2 

1 

.886 

2 

.920 

4.303 

6.905 

9. 

.925 

31  59S 

3 

1 

.638 

o 

.353 

3. 182 

4 .541 

5 

S41 

12.941 

4 

1 

.533 

2 

.  132 

2  776 

3  747 

4 

604 

S  610 

5 

1 

.476 

2 

.015 

2.571 

3.365 

4 

032 

6. 859 

6 

1 

.440 

1 

.943 

2.447 

3.143 

3. 

707 

5.959 

7 

1 

.415 

1 

.895 

2.305 

2.998 

3 

499 

5.405 

8 

1 

.397 

1 

.860 

2.306 

2.896 

3. 

355 

5  041 

9 

1 

.383 

1 

.833 

2.262 

2.S21 

3 

250 

4.781 

10 

1 

.372 

1 

S12 

2.228 

2.764 

3 

169 

4.587 

11 

1 

.363 

l 

.790 

2.201 

•  2.71S 

3. 

106 

4.437 

12 

i  1 

.356 

1 

.782 

2.179 

2.081 

3 

055  • 

4  318 

13 

|  1 

.350 

1 

.771 

2.160 

2.650 

3 

012 

4.221 

14 

!  1 

.345 

1 

.761 

2.145 

2.624 

2 

977 

4.140 

15 

1 

.341 

1 

.753 

2.131 

2.602 

2. 

947 

4  073 

16 

1 

.337 

1 

.746 

2.120 

2.583 

2 

921 

4,015 

17 

:  i 

.333 

1 

.740 

2  110 

2.567 

2 

898 

3  965 

18 

i  i 

.330 

1 

.  734 

2  101 

2.552 

2 

878 

3.922 

19 

1  i 

.328 

1 

.729 

2.093 

2.539 

2. 

861 

3  S83 

20 

i 

.325 

1 

.725 

2.080 

2.528 

o 

845 

3.850 

21 

i 

.323 

1 

.721 

2  0S0 

2.518 

2. 

831 

3  819 

22 

i 

.321 

1 

.717 

2.074 

2.508 

2 

819 

3.792 

23 

i 

.319 

1 

.714 

2.009 

2  500 

2 

807 

3.767 

24 

i  i 

.318 

1 

.711 

2.064 

2.492 

2 

797 

3.745 

25 

I  1 

.316 

1 

.708 

2.000 

2.4S5 

2, 

787 

3.725 

26 

!  1 

.315 

1 

.706 

2.056 

2.479 

2 

779 

3.707 

27 

1 

314 

1 

.703 

2.052 

2.473 

2 

771 

3  690 

28 

1 

313 

1 

.701 

2.048 

2.467 

2 

763 

3  674 

29 

1 

.311 

l 

.699 

2.045 

2.462 

2 

756 

3 . 659 

30 

1 

.310 

1 

.697 

2.042 

2.457 

2 

750 

3.646 

40 

1 

.303 

I 

.684 

2.021 

2  423 

2. 

704 

3  551 

CO 

1 

.296 

1 

671 

2  000 

2.390 

2 

600 

3  460 

120 

1 

.289 

l 

.058 

1.980 

2.358 

2 

617 

3  373 

A 

1 

.282 

1 

.645 

1.900 

2.326 

2 

570 

3.291 

’Table  B  is  abridged  from  Table  III  of  Fisher  and  Yates:  Statistical  tabln  inr 
bioio-jieal,  agricultural,  and  medical  research,  published  by  Oliver  and  Boyd  Ltd  , 
Edinburgh,  by  permission  of  the  authors  and  publishers. 
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